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San Diego Job Corps Peer Ambassador Program 
Mission Statement

Purpose and Scope of Ambassadors

San Diego Job Corps Peer Ambassador Program promotes a greater quality of life by replacing maladaptive coping skills with healthier life choices and coping skills. The Peer Ambassadors serve as a model of healthy living and encourage healthy alternatives to substance abuse and maladaptive behaviors, as well as assisting peers with problems of daily stress, depressed or anxious mood states, bullying, academic and trade obstacles and to offer an approachable mentoring figure.
Steps Required to Implement Practice

Peer Ambassadors will be selected based on their good standing within San Diego Job Corps, ability to overcome history of personal or familial substance abuse, utilization of healthy lifestyle choices, and references from counselors, teachers and trade instructors.

Peer Ambassadors will be given a Peer Helper’s Pocketbook and enlisted in a 30 day training on how to best facilitate an appropriate Ambassador relationship with peers and intervene in circumstances of: bullying, crisis intervention (suicidal ideation), bereavement, academic problems, peer pressure, family conflict, substance abuse, and self-esteem. Peer Ambassadors will also be required to sign a Code of Ethical Conduct contract and attend weekly supervision meetings facilitated by Marilee Wasell, Ph.D.

Peer Ambassadors will be responsible for creating regular activities on San Diego Job Corps campus to engage mentees in healthy lifestyle choices. Peer Ambassadors will also be responsible for planning and scheduling off site field trips that generalize healthy living outside the San Diego Job Corps environment.

1. The Importance and Value of Mentoring
Due to the complexity of maintaining a healthy lifestyle at San Diego Job Corps it is critical that students benefit from guidance and support in a structured peer Ambassador relationship. The relationship provides them with insight, understanding and information that are acquired outside the normal channels of academic or trade programs. Ambassadors can offer mentees experience, balance, perspective and guidance in addition to successfully navigating the San Diego Job Corps training program.
Mentoring enhances the development of a professional ethos which promotes academic and professional success at San Diego Job Corps. Mentoring is an effective tool in developing and maintaining the standards of San Diego Job Corps as well as being an effective tool for enhancing the career prospects of individual members. Mentoring is a means of transferring knowledge and life experience of more experienced Ambassadors to those with less experience. 

Mentoring can empower and motivate a mentee; this results in the mentee being more productive and innovative. Mentoring creates a positive culture within San Diego Job Corps.
Ambassadors should be aware of other benefits of Mentoring to their own practice. Some benefits include:

· Job enrichment: Increased job satisfactions through seeing others develop.
· Stimulation: Renewed stimulation through reflection on own work and life practices. 

· Professional and Personal development: Enhancement of communication and interpersonal skills with less experienced mentees.

· Insight: New insights and perceptions.
2. Mentoring Models

Peer Mentoring
Peer mentoring can be useful to impart specific knowledge and to enhance communication skills. Peer mentoring recognizes that the Ambassador need not be a senior person with considerable status in the Job Corps Organization. Peer Mentoring matches mentees with other trainees who have more experience at San Diego Job Corps. Ambassadors and mentees should be following a similar trade path so that their skills and experience is a match. Peer mentoring is community building. It is a way to observe and share resources. The primary goal of the peer Mentoring model is to reflect on the way people maintain healthy lifestyle choices through an observational model to improve them. An example might socialization with other mentees, with illicit substances/alcohol or unhealthy choices, and then the opportunity for feedback with an Ambassador.

Group Mentoring 

A group of ambassadors all with roughly the same level of experience are learning centres. They should nominate or identify an experienced Ambassador as a contact person. Group Mentoring fosters valuable relationships and enhances communications skills.

3. Ambassador Guidelines 

There are certain guidelines which will ensure that the mentoring runs smoothly and     benefits both Ambassador and mentee. 

· Training — Training needs should be considered as part of a mentoring relationship getting underway. All participants in a mentoring program need to understand what the goals of mentoring are, what issues they might meet and what the procedure is if there is a problem.

· Peer support for Ambassadors — It is helpful to have regular meetings during the year, where Ambassadors can discuss mentoring generally (bearing in mind that the individual mentoring relationships are confidential), either in a group situation, or with a staff liaison.

· Evaluation of the program on a yearly basis — Mentoring relationships work best on a time limited basis. Mentoring relationships, if working successfully, can run for longer periods, but should be evaluated once a month to ensure they are meeting the needs of the mentee. This does not mean that a relationship cannot end before this time. 

· Dealing with problems — There should be a procedure in place in the event that an Ambassador or mentee strikes a problem in the relationship. 

· Limit on Mentoring numbers — It is recommended that an Ambassador have no more than three mentees at any one time.

· Recording Mentoring — It is important to record the outcomes of Mentoring meetings and log issues and areas for discussion at future meetings. San Diego Job Corps supports Mentoring relationships by having a Mentoring log available. This should be used as it provides a clear record of the progress of the relationship and can be used to evaluate the success of the relationship.

· Schedule Meetings — It is important that mentoring meetings are booked in advance and that planned meetings are honoured.
4. Ground rules

Each mentee comes with a different set of expectations depending on the personal and professional circumstances. The Ambassador’s role is to respond to the mentee’s needs as appropriate, but there needs to be limits or parameters within which the Ambassador operates. These are designed to ensure the safety and well being of all participants, and to maximise the usefulness of the program.

· Ambassadors should focus on personal and professional development.  The major objective of the program is the education and support for personal and professional growth. A major part of the initial relationship may be defining their professional and personal development goals and helping establish a plan to achieve them.

It is important that the parameters for discussion are established early in the mentoring relationship. As the circumstances of individuals vary enormously it is not possible to give a simple definition of what is acceptable or not. However, it is probably wise to trust your instincts to a certain extent, and if you feel uncomfortable with any topic, discuss this with your staff liaison.  Conversely, it is important to respect the feelings of your mentee, who may be reticent, and may not wish to discuss certain issues.

· Ambassadors should focus on mentoring and not therapy.  It should also be made clear that the mentoring program is not a therapy service, nor are the Ambassadors social workers. Ambassadors need to be aware of the appropriate steps to take if they think a mentee needs specific counselling. It may be appropriate to refer some mentee’s to the Mental Health department for counselling needs. If in doubt Ambassadors should seek advice from an appointed Staff Liaison.

· Ambassadors should not interfere in employment issues.  Ambassadors must not interfere in the relationship between the mentee and their instructors/counsellors or teachers. Of course participation in the program may well alter the mentee’s performance in the workplace, but hopefully only positively through growth and development. It is not the Ambassador’s place to get involved in workplace politics. The majority of mentees will be capable and keen to progress, but if a mentee has an axe to grind, or is in a very difficult employment situation the Ambassador must make it clear that it is not his or her role to solve that particular problem. If in doubt Ambassadors should seek advice from an appointed Staff Liaison.


· Ambassadors should avoid conflicts of interest.  Ambassadors need to ensure that they are not placed in a situation which could result in a conflict of interest. Although the mentoring relationship and everything that is discussed within it is completely confidential, Ambassadors need to ensure that they do not at any time say anything which could impact adversely on the professional responsibilities that they or their mentees hold. Both parties should respect the boundaries that they agree, and understand that some information is off limits.

· All relationships must end on or before the due date.  The formal mentoring relationship should be limited to three months initially, and then reviewed to see if it is appropriate to continue. Not continuing the relationship should be an option for both parties at any time, and it must be understood that it is acceptable to do so without blame on either side.

· Meetings regularly scheduled within a limit.  Mentoring meetings should be limited to a maximum of one hour per week. They should be held, at a minimum, once every two weeks.

· Written agreements regarding mentoring.   An agreement is useful to formalise the boundaries of mentoring relationships. They also help kick-start the mentoring process by making both Ambassador and mentee clarify their expectations and goals for the mentoring period. 

· Clarity of Roles and Goals of mentoring relationship.  Shared understanding of Ambassador and mentee roles should be developed at the start of the relationship.



· Adequate preparation for each mentoring meeting.  A record of what needs to be done before the next meeting by the Ambassador and mentee should be kept and stuck to. 



· 'Challenge' accepted as a key behaviour.   Assumptions should be questioned, and thought through. It can be useful for Ambassadors and mentees to meet as groups, at least annually to share experiences, review progress and propose any improvements.


· Recording goals and outcomes.  It is recommended that the following information be recorded and reviewed when appropriate:

· Purpose of the mentoring relationship — these should be discussed and recorded at the first mentoring session.

· Mentoring agreement — this should identify not only the outcomes expected of the mentoring relationship but also how often are mentoring sessions to be held, venue, etc.

· Outcomes or actions stemming from each mentoring session — these need to be recorded by both the Ambassador and mentee and be the first thing discussed at the next mentoring session.
· Establish a relationship of trust and confidentiality.  In any relationship of this kind there is the possibility of a power imbalance, particularly if the mentee is much more junior than the Ambassador. Such an imbalance may inhibit mentees from discussing certain issues, or revealing their true thoughts or feelings about an issue. Ambassadors have to work at getting over this barrier, and one of the best ways of doing so is demonstrating that they are prepared to share their experiences with honesty, and that they listen and take on board what mentees say. Loyalty and commitment are essential. Both parties also need to be absolutely clear about the confidential nature of matters discussed. Everything that passes between the two parties is completely confidential, and should not be disclosed under any circumstances without the agreement of both parties. Mutual respect is also critical in establishing trust. Ambassadors will not necessarily agree with everything mentees say; their philosophy of life, their politics, their spirituality, cultural identity or sexual identity may be very different from the Ambassadors own, but both need to respect and acknowledge the right to be different.

· Establish comfortable personal boundaries.  The mentoring relationship is a supportive relationship, but it will not work well without a degree of empathy between the partners. Ambassadors need to take the lead in establishing the personal boundaries of the relationship.  Both participants will only benefit fully if following an agreed upon structure. The mentoring agreement is particularly important in peer mentoring models.

· Avoid negative behaviors.  Avoid negative or destructive criticism, which can cause resentment and totally destroy the relationship. This is not to say that Ambassadors should not challenge their mentees and give constructive feedback. Ambassadors must allow mentees to make their own mistakes, but help them to learn from the consequences of their actions.

· Be prepared to let go.  The mentoring relationship is a finite one, and both parties must be prepared to let go when it ends. Both parties should negotiate an end to the relationship that is based on mutual understanding. It should be accepted without question that if one party wants to end the relationship early, that is fine.

· Enjoy the relationship and learn from it.  It is important that the mentoring relationship should be one in which both parties learn. It should be a mature relationship in which the Ambassador does not hold all the cards. If Ambassadors are open to learning from their mentees they will find the experience rewarding.

· Seek help if needed.  Ambassadors should consult with their Staff Liaison or other Ambassadors. Issues should always be raised in a way that does not breach confidentiality.

5. General Skills in a Mentoring Dialogue 

The following skills are not unique to a mentoring relationship; they are interpersonal skills that are used on a day to day basis. However, they are often the main criteria by which mentoring relationships succeed or fail. They are arranged as follows:

Listening
· Listen for ideas, as main points may be implied rather than clearly stated. 

· Distinguish between facts and opinions or assumptions. 

· Identify the reality rather than the appearance of what is said. Avoid making interpretations from what is heard. 

· Check the meaning of what is said. People say things differently and use words differently. 

· Don't 'switch off ' by assuming you know the next point; you could get it wrong. 

· Don't feel uncomfortable if there is a pause. It's an opportunity to think and reflect. 

· Pay close attention to the learner. Concentrate and try to avoid distractions (mental and physical). Show that you are listening. 

Questioning 

· Questions can help move the discussion forward. They also allow you to explore an area more deeply or to open up a new area. They are often the keys to effective guiding and steering of the discussion. 

· Open Questions (e.g., how? what? why?) help deepen or broaden the discussion by producing a reasoned response. They are useful for getting facts, opinions and feelings. 

· Closed Questions (e.g. who? when? where?) help focus on a specific issue and produce precise responses. Another example is the "Is it.....?" question that is used when looking for agreement/disagreement (yes/no). 

· Achieving the right mix between open and closed questions is important in the discussion. Typically, where the discussion divides into a stage of generating solutions, select one and develop an action plan. The mix of questions will in the first stage be more towards open questions, and in the second stage more towards closed questions, i.e., who is going to do what, by when? 

Questions to Avoid 

· Questions that change direction in mid-stream, thus becoming ambiguous or vague. 

· Multiple questions, leaving no time to answer one question before asking another. 

· Long and/or complicated questions: break them down into a series of short questions. 

· Staccato questioning - rapid-fire questions that don't flow at a natural, measured pace and are often perceived as an interrogation. 

· Presenting alternatives: "Is it this. . . .or that. . . . ?"  It may be neither, so unless you are sure of the possible options, ask a more open question to find out the full range of options. 

· Leading questions, where the response sought is indicated in the question, eg "Do you have many doubts about the plans I have for your department?"   Loaded questions, which imply very clearly what your views are, e.g.  "I'm sure you agree, don't you, that several of your people are operating well below performance standards?" 

· “Why” questions, can be useful, but should be used carefully as if improperly phrased they can lead to defensiveness – e.g. “Why didn’t you do.......?” See below for some examples of useful ‘Why’ questions. 

Some Useful Questions for a Mentor 

1. "Why do you see. . . .as important?"
2. "What options are there?"
3. "Why do you feel the need to . . . . ?"
4. "Have you thought through the implications of . . . . ?"
5. "Would it be helpful to . . . . ?"
6. "How would you choose between . . . . ?"
7. "Are there any other possibilities?"
8. "How do you think they would cope with the changes? Would it follow that . . . . ?”
Some Key Questions

1. What are the ways you’ve developed recently that no-one else knows about?

2. What advice would you give to yourself from the future?

3. In what ways or areas do you feel you’ve made progress in the last month?

4. Which skill would you like to improve most? 

5. What has been the most useful thing you’ve done in the last month? 

6. What can you do tomorrow to get nearer to achieving a goal?

7. What project are you most proud of and why? 

8. What work or project has been particularly fulfilling/exhilarating recently? 

9. What have you let slide that you really want to pick up?

10. Who is someone you really admire professionally? What might they advise you to do? 

11. What are your priorities at the moment?

12. Where you are at the moment and what space do you need to move on/away/forward?

13. When was the last time you felt satisfied about your career/project? 

14. When was the last time you were the most excited about your career/project/ideas?

15. When was the last time you felt disappointed about what you were doing?
Rephrasing and Summarizing 

· When you're not sure what someone has been saying, repeat it in different words and ask if this is what was meant. As well as checking understanding, it may add greater clarity to the learner's ideas. 

· Don't repeat back parrot-fashion. It only indicates that the words have been heard and it doesn't move the discussion forward. 

· The easiest thing to achieve in relationships is a misunderstanding, so don't feel anxious about frequent rephrasing. Failure to rephrase from time to time can result in the mentor looking foolish when he offers a summary of what has been said that proves to be inaccurate. 

· Summarise what has been said or agreed at appropriate stages and check for understanding and agreement. 

· To summarise, you cannot cover all the detail. Pick out the main points or central ideas to get an overall picture. 

· If you're unsure of what to say next, summarise!  It may well prompt the learner to say more. It can also provide a springboard for re-launching the discussion. 

Empathizing/Recognizing and Expressing Feelings/Reflecting 

· Empathy is being able to fully appreciate the learner's position and what it feels like to be them, i.e. 'to be in their shoes'. It is vital that a mentor has the sensitivity to empathise and displays sincerity when empathising. 

· Acknowledge your understanding of where the learner is and what it feels like, as simply as possible - for example, "That must have been difficult", "You must have felt very frustrated by that". 

· Reflect back by repeating a phrase or sentence that has seemed significant. This way you acknowledge its importance e.g. "You think it was an unnecessarily complex task?",  "You're seriously concerned about the work of the section?" 

· Listen and look for the 'feelings behind the words'. This indicates the importance or significance of what's being said. Listen for tone of voice and look for facial expression, since feelings may not be expressed openly in words. 

Giving Feedback 

· Be sure why you're giving feedback. It shouldn't be given if the intent is other than helpful. 

· Relate the feedback to an actual behavior (what was done) that had a particular effect and also to a behavior over which the learner has some control. 

· Avoid saying what you think happened or what should have happened. Avoid being judgmental and negative, pointing out mistakes or weaknesses, blaming for what has happened. 

· Give feedback a little at a time, so that it can be absorbed and reflected upon. 

· Give feedback as immediately as possible in order to facilitate learning.  Check out that feedback is understood. 
6. Group Mentoring suggested format

Group mentoring sessions

Group sessions should have a structured format, and schedule. The group should meet once every 4-6 weeks. Below is a suggested model to follow. They should have a designated senior Ambassador who is a go to person for any issues, and who may attend some of the meetings, but this engineer should not run the meetings. Their role is to listen and guide if needed.

Suggested model for group session
This model adapted from: http://web.mac.com/lucyfoster/iWeb/mentoring%20/Peer%20Mentoring.html 
Each person at the session has around 15 minutes (depending on exact numbers). This is their individual time to share issues, problems, frustrations, excitements with the group. It could be a time to hear a new idea out loud or to work through a specific problem. 

A Rotating Chair or Timekeeper: So that the role of facilitator does not have to be taken on by one individual, and so there is also have someone to do the minimum required amount of keeping things moving, have a rotating Chair for each session. Their job will not be to facilitate the session but just to keep an eye on the clock to allow time to get through the structure. The timekeeper might also want to flag up when each person has a couple of minutes left of their time. 
Creating action points or inspiration points: It is important to draw together the things that have been said into action points, or whatever kind of summary is useful to you. 
7. Forms

Both Ambassador and mentee should retain copies of completed forms. 

Mentoring Agreement

Mentoring relationships should be formalized by the signing of an agreement. 

Expectations and objectives

Both Ambassador and mentee should be clear on the expectations and objectives of the relationship. This form can be used and adapted as needed. 
Worksheets

Each meeting should be recorded, in terms of goals at the start of the meeting, and any action points to take away and complete before the next meeting. These sheets can be used and adapted as needed.

Ambassador Contract
1. What type of assistance does the mentee want from the ambassador?

2. What expectations does the mentee have of the ambassador?

3. What expectations does the ambassador have of the mentee?

4. How often will you meet?

5. When and where will you meet?

6. How long will meetings be?

7. Who will be responsible for scheduling meetings?

8. What will be the ground rules? E.g., Openness, Candor, Truthfulness, etc.

9. If problems arise how will they be solved?

10. Any concerns the mentee wants discussed and resolved?

11. Any concerns the ambassador wants discussed and resolved?

12. How will you know when the relationship has served its purpose and needs to be terminated?

13. We have agreed that our initial meetings will focus on these three topics:

1.

2.


3.


14. Additional areas you want to discuss and agree to?

CONFIDENTIALITY

Any sensitive issues that we discuss will be held in confidence. Issues that are off-limits in this relationship include:

· We have discussed the specifics of the Ambassador experience as a developmental opportunity.

· The skill areas to be developed during the time frame and mentoring relationship are noted as written goals and objectives that the mentee will work to achieve.

· We agree to a no fault conclusion of this relationship if for any reason it seems appropriate.

________________________________________
____________________________________

Ambassador Name
Date
Ambassador Signature


Date

________________________________________
____________________________________

Mentee Name
Date
Mentee Signature


Date

________________________________________
____________________________________

Staff Witness
Date
Staff Witness Signature


Date

Ambassador Expectations of Mentee
· Have realistic expectations
· To seek out and be receptive to feedback
· To tell me when things aren’t working
· When we meet to give me your full and undivided attention
· To take risks
· Don’t look to me for all the answers
· Be responsible for your learning’s and actions
· Keep your commitments
· Tell me how I can be more helpful
· Be willing to try new things
· Be open and honest with me
· Participate as a partner in the mentoring process
· Be willing to change your mind
· Be willing to consider alternatives
· Try to understand all sides of an issue
· To trust me
· To recognize me
· To collaborate with me in the mentoring process
· To set goals and actively work toward accomplishing these
· To do what you say you will do
· To practice new skills
· To be flexible
· Be willing to ask questions and gather information
· Be patient
· To honor when I think the relationship needs to be terminated
· Consider different opinions
· Actively seek feedback from others

Mentee Expectations of Ambassador

· Be critical of ideas not of me
· Accept and value me as being different from you

· When we meet to give me your full and undivided attention

· Keep your commitments

· Be willing to try new things
· Be open and honest with me
· Participate as a partner in the mentoring process
· Be willing to change your mind
· Be willing to consider alternatives
· Try to understand all sides of an issue
· Listen to and understand me
· To openly disagree without being disagreeable
· To trust me
· To recognize me
· To collaborate with me in the mentoring process
· To take appropriate actions
· To do what you say you will do

· To not have any hidden agendas
· To help me figure things out for myself
· To give me the space to be myself
· To help make our discussions positive
· To be supportive
· To offer help
· To be flexible
· To discuss issues in a specific, descriptive, non-judgmental manner
· Don’t point blame
· Be patient
· Allow for and give me choices
· To honor when I think the relationship needs to be terminated
· Consider different opinions

