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AFRICAN STUDIES CENTER - UNIVERSITY OF PENNSYLVANIA

"Letter from a Birmingham Jail [King, Jr.]"

16 April 1963
My Dear Fellow Clergymen:
While confined here in the Birmingham city jail, I came across your recent statement calling my 
present activities "unwise and untimely." Seldom do I pause to answer criticism of my work and 
ideas. If I sought to answer all the criticisms that cross my desk, my secretaries would have little time 
for anything other than such correspondence in the course of the day, and I would have no time for 
constructive work. But since I feel that you are men of genuine good will and that your criticisms are 
sincerely set forth, I want to try to answer your statement in what I hope will be patient and 
reasonable terms.

I think I should indicate why I am here in Birmingham, since you have been influenced by the view 
which argues against "outsiders coming in." I have the honor of serving as president of the Southern 
Christian Leadership Conference, an organization operating in every southern state, with headquarters 
in Atlanta, Georgia. We have some eighty five affiliated organizations across the South, and one of 
them is the Alabama Christian Movement for Human Rights. Frequently we share staff, educational 
and financial resources with our affiliates. Several months ago the affiliate here in Birmingham asked 
us to be on call to engage in a nonviolent direct action program if such were deemed necessary. We 
readily consented, and when the hour came we lived up to our promise. So I, along with several 
members of my staff, am here because I was invited here. I am here because I have organizational ties 
here.

But more basically, I am in Birmingham because injustice is here. Just as the prophets of the eighth 
century B.C. left their villages and carried their "thus saith the Lord" far beyond the boundaries of 
their home towns, and just as the Apostle Paul left his village of Tarsus and carried the gospel of Jesus 
Christ to the far corners of the Greco Roman world, so am I compelled to carry the gospel of freedom 
beyond my own home town. Like Paul, I must constantly respond to the Macedonian call for aid.

Moreover, I am cognizant of the interrelatedness of all communities and states. I cannot sit idly by in 
Atlanta and not be concerned about what happens in Birmingham. Injustice anywhere is a threat to 
justice everywhere. We are caught in an inescapable network of mutuality, tied in a single garment of 
destiny. Whatever affects one directly, affects all indirectly. Never again can we afford to live with 
the narrow, provincial "outside agitator" idea. Anyone who lives inside the United States can never be 
considered an outsider anywhere within its bounds.

You deplore the demonstrations taking place in Birmingham. But your statement, I am sorry to say, 
fails to express a similar concern for the conditions that brought about the demonstrations. I am sure 
that none of you would want to rest content with the superficial kind of social analysis that deals 
merely with effects and does not grapple with underlying causes. It is unfortunate that demonstrations 
are taking place in Birmingham, but it is even more unfortunate that the city's white power structure 
left the Negro community with no alternative.

In any nonviolent campaign there are four basic steps: collection of the facts to determine whether 
injustices exist; negotiation; self purification; and direct action. We have gone through all these steps 
in Birmingham. There can be no gainsaying the fact that racial injustice engulfs this community. 
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Birmingham is probably the most thoroughly segregated city in the United States. Its ugly record of 
brutality is widely known. Negroes have experienced grossly unjust treatment in the courts. There 
have been more unsolved bombings of Negro homes and churches in Birmingham than in any other 
city in the nation. These are the hard, brutal facts of the case. On the basis of these conditions, Negro 
leaders sought to negotiate with the city fathers. But the latter consistently refused to engage in good 
faith negotiation.

Then, last September, came the opportunity to talk with leaders of Birmingham's economic 
community. In the course of the negotiations, certain promises were made by the merchants--for 
example, to remove the stores' humiliating racial signs. On the basis of these promises, the Reverend 
Fred Shuttlesworth and the leaders of the Alabama Christian Movement for Human Rights agreed to a 
moratorium on all demonstrations. As the weeks and months went by, we realized that we were the 
victims of a broken promise. A few signs, briefly removed, returned; the others remained. As in so 
many past experiences, our hopes had been blasted, and the shadow of deep disappointment settled 
upon us. We had no alternative except to prepare for direct action, whereby we would present our 
very bodies as a means of laying our case before the conscience of the local and the national 
community. Mindful of the difficulties involved, we decided to undertake a process of self 
purification. We began a series of workshops on nonviolence, and we repeatedly asked ourselves: 
"Are you able to accept blows without retaliating?" "Are you able to endure the ordeal of jail?" We 
decided to schedule our direct action program for the Easter season, realizing that except for 
Christmas, this is the main shopping period of the year. Knowing that a strong economic-withdrawal 
program would be the by product of direct action, we felt that this would be the best time to bring 
pressure to bear on the merchants for the needed change.

Then it occurred to us that Birmingham's mayoral election was coming up in March, and we speedily 
decided to postpone action until after election day. When we discovered that the Commissioner of 
Public Safety, Eugene "Bull" Connor, had piled up enough votes to be in the run off, we decided 
again to postpone action until the day after the run off so that the demonstrations could not be used to 
cloud the issues. Like many others, we waited to see Mr. Connor defeated, and to this end we endured 
postponement after postponement. Having aided in this community need, we felt that our direct action 
program could be delayed no longer.

You may well ask: "Why direct action? Why sit ins, marches and so forth? Isn't negotiation a better 
path?" You are quite right in calling for negotiation. Indeed, this is the very purpose of direct action. 
Nonviolent direct action seeks to create such a crisis and foster such a tension that a community 
which has constantly refused to negotiate is forced to confront the issue. It seeks so to dramatize the 
issue that it can no longer be ignored. My citing the creation of tension as part of the work of the 
nonviolent resister may sound rather shocking. But I must confess that I am not afraid of the word 
"tension." I have earnestly opposed violent tension, but there is a type of constructive, nonviolent 
tension which is necessary for growth. Just as Socrates felt that it was necessary to create a tension in 
the mind so that individuals could rise from the bondage of myths and half truths to the unfettered 
realm of creative analysis and objective appraisal, so must we see the need for nonviolent gadflies to 
create the kind of tension in society that will help men rise from the dark depths of prejudice and 
racism to the majestic heights of understanding and brotherhood. The purpose of our direct action 
program is to create a situation so crisis packed that it will inevitably open the door to negotiation. I 
therefore concur with you in your call for negotiation. Too long has our beloved Southland been 
bogged down in a tragic effort to live in monologue rather than dialogue.

One of the basic points in your statement is that the action that I and my associates have taken in 
Birmingham is untimely. Some have asked: "Why didn't you give the new city administration time to 
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act?" The only answer that I can give to this query is that the new Birmingham administration must be 
prodded about as much as the outgoing one, before it will act. We are sadly mistaken if we feel that 
the election of Albert Boutwell as mayor will bring the millennium to Birmingham. While Mr. 
Boutwell is a much more gentle person than Mr. Connor, they are both segregationists, dedicated to 
maintenance of the status quo. I have hope that Mr. Boutwell will be reasonable enough to see the 
futility of massive resistance to desegregation. But he will not see this without pressure from devotees 
of civil rights. My friends, I must say to you that we have not made a single gain in civil rights 
without determined legal and nonviolent pressure. Lamentably, it is an historical fact that privileged 
groups seldom give up their privileges voluntarily. Individuals may see the moral light and voluntarily 
give up their unjust posture; but, as Reinhold Niebuhr has reminded us, groups tend to be more 
immoral than individuals.

We know through painful experience that freedom is never voluntarily given by the oppressor; it must 
be demanded by the oppressed. Frankly, I have yet to engage in a direct action campaign that was 
"well timed" in the view of those who have not suffered unduly from the disease of segregation. For 
years now I have heard the word "Wait!" It rings in the ear of every Negro with piercing familiarity. 
This "Wait" has almost always meant "Never." We must come to see, with one of our distinguished 
jurists, that "justice too long delayed is justice denied."

We have waited for more than 340 years for our constitutional and God given rights. The nations of 
Asia and Africa are moving with jetlike speed toward gaining political independence, but we still 
creep at horse and buggy pace toward gaining a cup of coffee at a lunch counter. Perhaps it is easy for 
those who have never felt the stinging darts of segregation to say, "Wait." But when you have seen 
vicious mobs lynch your mothers and fathers at will and drown your sisters and brothers at whim; 
when you have seen hate filled policemen curse, kick and even kill your black brothers and sisters; 
when you see the vast majority of your twenty million Negro brothers smothering in an airtight cage 
of poverty in the midst of an affluent society; when you suddenly find your tongue twisted and your 
speech stammering as you seek to explain to your six year old daughter why she can't go to the public 
amusement park that has just been advertised on television, and see tears welling up in her eyes when 
she is told that Funtown is closed to colored children, and see ominous clouds of inferiority beginning 
to form in her little mental sky, and see her beginning to distort her personality by developing an 
unconscious bitterness toward white people; when you have to concoct an answer for a five year old 
son who is asking: "Daddy, why do white people treat colored people so mean?"; when you take a 
cross county drive and find it necessary to sleep night after night in the uncomfortable corners of your 
automobile because no motel will accept you; when you are humiliated day in and day out by nagging 
signs reading "white" and "colored"; when your first name becomes "nigger," your middle name 
becomes "boy" (however old you are) and your last name becomes "John," and your wife and mother 
are never given the respected title "Mrs."; when you are harried by day and haunted by night by the 
fact that you are a Negro, living constantly at tiptoe stance, never quite knowing what to expect next, 
and are plagued with inner fears and outer resentments; when you are forever fighting a degenerating 
sense of "nobodiness"--then you will understand why we find it difficult to wait. There comes a time 
when the cup of endurance runs over, and men are no longer willing to be plunged into the abyss of 
despair. I hope, sirs, you can understand our legitimate and unavoidable impatience. You express a 
great deal of anxiety over our willingness to break laws. This is certainly a legitimate concern. Since 
we so diligently urge people to obey the Supreme Court's decision of 1954 outlawing segregation in 
the public schools, at first glance it may seem rather paradoxical for us consciously to break laws. 
One may well ask: "How can you advocate breaking some laws and obeying others?" The answer lies 
in the fact that there are two types of laws: just and unjust. I would be the first to advocate obeying 
just laws. One has not only a legal but a moral responsibility to obey just laws. Conversely, one has a 

Page 3 of 10Letter from a Birmingham Jail [King, Jr.]

3/12/2015http://www.africa.upenn.edu/Articles_Gen/Letter_Birmingham.html



moral responsibility to disobey unjust laws. I would agree with St. Augustine that "an unjust law is no 
law at all."

Now, what is the difference between the two? How does one determine whether a law is just or 
unjust? A just law is a man made code that squares with the moral law or the law of God. An unjust 
law is a code that is out of harmony with the moral law. To put it in the terms of St. Thomas Aquinas: 
An unjust law is a human law that is not rooted in eternal law and natural law. Any law that uplifts 
human personality is just. Any law that degrades human personality is unjust. All segregation statutes 
are unjust because segregation distorts the soul and damages the personality. It gives the segregator a 
false sense of superiority and the segregated a false sense of inferiority. Segregation, to use the 
terminology of the Jewish philosopher Martin Buber, substitutes an "I it" relationship for an "I thou" 
relationship and ends up relegating persons to the status of things. Hence segregation is not only 
politically, economically and sociologically unsound, it is morally wrong and sinful. Paul Tillich has 
said that sin is separation. Is not segregation an existential expression of man's tragic separation, his 
awful estrangement, his terrible sinfulness? Thus it is that I can urge men to obey the 1954 decision of 
the Supreme Court, for it is morally right; and I can urge them to disobey segregation ordinances, for 
they are morally wrong.

Let us consider a more concrete example of just and unjust laws. An unjust law is a code that a 
numerical or power majority group compels a minority group to obey but does not make binding on 
itself. This is difference made legal. By the same token, a just law is a code that a majority compels a 
minority to follow and that it is willing to follow itself. This is sameness made legal. Let me give 
another explanation. A law is unjust if it is inflicted on a minority that, as a result of being denied the 
right to vote, had no part in enacting or devising the law. Who can say that the legislature of Alabama 
which set up that state's segregation laws was democratically elected? Throughout Alabama all sorts 
of devious methods are used to prevent Negroes from becoming registered voters, and there are some 
counties in which, even though Negroes constitute a majority of the population, not a single Negro is 
registered. Can any law enacted under such circumstances be considered democratically structured?

Sometimes a law is just on its face and unjust in its application. For instance, I have been arrested on a 
charge of parading without a permit. Now, there is nothing wrong in having an ordinance which 
requires a permit for a parade. But such an ordinance becomes unjust when it is used to maintain 
segregation and to deny citizens the First-Amendment privilege of peaceful assembly and protest.

I hope you are able to see the distinction I am trying to point out. In no sense do I advocate evading or 
defying the law, as would the rabid segregationist. That would lead to anarchy. One who breaks an 
unjust law must do so openly, lovingly, and with a willingness to accept the penalty. I submit that an 
individual who breaks a law that conscience tells him is unjust, and who willingly accepts the penalty 
of imprisonment in order to arouse the conscience of the community over its injustice, is in reality 
expressing the highest respect for law.

Of course, there is nothing new about this kind of civil disobedience. It was evidenced sublimely in 
the refusal of Shadrach, Meshach and Abednego to obey the laws of Nebuchadnezzar, on the ground 
that a higher moral law was at stake. It was practiced superbly by the early Christians, who were 
willing to face hungry lions and the excruciating pain of chopping blocks rather than submit to certain 
unjust laws of the Roman Empire. To a degree, academic freedom is a reality today because Socrates 
practiced civil disobedience. In our own nation, the Boston Tea Party represented a massive act of 
civil disobedience.
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We should never forget that everything Adolf Hitler did in Germany was "legal" and everything the 
Hungarian freedom fighters did in Hungary was "illegal." It was "illegal" to aid and comfort a Jew in 
Hitler's Germany. Even so, I am sure that, had I lived in Germany at the time, I would have aided and 
comforted my Jewish brothers. If today I lived in a Communist country where certain principles dear 
to the Christian faith are suppressed, I would openly advocate disobeying that country's antireligious 
laws.

I must make two honest confessions to you, my Christian and Jewish brothers. First, I must confess 
that over the past few years I have been gravely disappointed with the white moderate. I have almost 
reached the regrettable conclusion that the Negro's great stumbling block in his stride toward freedom 
is not the White Citizen's Counciler or the Ku Klux Klanner, but the white moderate, who is more 
devoted to "order" than to justice; who prefers a negative peace which is the absence of tension to a 
positive peace which is the presence of justice; who constantly says: "I agree with you in the goal you 
seek, but I cannot agree with your methods of direct action"; who paternalistically believes he can set 
the timetable for another man's freedom; who lives by a mythical concept of time and who constantly 
advises the Negro to wait for a "more convenient season." Shallow understanding from people of 
good will is more frustrating than absolute misunderstanding from people of ill will. Lukewarm 
acceptance is much more bewildering than outright rejection.

I had hoped that the white moderate would understand that law and order exist for the purpose of 
establishing justice and that when they fail in this purpose they become the dangerously structured 
dams that block the flow of social progress. I had hoped that the white moderate would understand 
that the present tension in the South is a necessary phase of the transition from an obnoxious negative 
peace, in which the Negro passively accepted his unjust plight, to a substantive and positive peace, in 
which all men will respect the dignity and worth of human personality. Actually, we who engage in 
nonviolent direct action are not the creators of tension. We merely bring to the surface the hidden 
tension that is already alive. We bring it out in the open, where it can be seen and dealt with. Like a 
boil that can never be cured so long as it is covered up but must be opened with all its ugliness to the 
natural medicines of air and light, injustice must be exposed, with all the tension its exposure creates, 
to the light of human conscience and the air of national opinion before it can be cured.

In your statement you assert that our actions, even though peaceful, must be condemned because they 
precipitate violence. But is this a logical assertion? Isn't this like condemning a robbed man because 
his possession of money precipitated the evil act of robbery? Isn't this like condemning Socrates 
because his unswerving commitment to truth and his philosophical inquiries precipitated the act by 
the misguided populace in which they made him drink hemlock? Isn't this like condemning Jesus 
because his unique God consciousness and never ceasing devotion to God's will precipitated the evil 
act of crucifixion? We must come to see that, as the federal courts have consistently affirmed, it is 
wrong to urge an individual to cease his efforts to gain his basic constitutional rights because the 
quest may precipitate violence. Society must protect the robbed and punish the robber. I had also 
hoped that the white moderate would reject the myth concerning time in relation to the struggle for 
freedom. I have just received a letter from a white brother in Texas. He writes: "All Christians know 
that the colored people will receive equal rights eventually, but it is possible that you are in too great a 
religious hurry. It has taken Christianity almost two thousand years to accomplish what it has. The 
teachings of Christ take time to come to earth." Such an attitude stems from a tragic misconception of 
time, from the strangely irrational notion that there is something in the very flow of time that will 
inevitably cure all ills. Actually, time itself is neutral; it can be used either destructively or 
constructively. More and more I feel that the people of ill will have used time much more effectively 
than have the people of good will. We will have to repent in this generation not merely for the hateful 
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words and actions of the bad people but for the appalling silence of the good people. Human progress 
never rolls in on wheels of inevitability; it comes through the tireless efforts of men willing to be co 
workers with God, and without this hard work, time itself becomes an ally of the forces of social 
stagnation. We must use time creatively, in the knowledge that the time is always ripe to do right. 
Now is the time to make real the promise of democracy and transform our pending national elegy into 
a creative psalm of brotherhood. Now is the time to lift our national policy from the quicksand of 
racial injustice to the solid rock of human dignity.

You speak of our activity in Birmingham as extreme. At first I was rather disappointed that fellow 
clergymen would see my nonviolent efforts as those of an extremist. I began thinking about the fact 
that I stand in the middle of two opposing forces in the Negro community. One is a force of 
complacency, made up in part of Negroes who, as a result of long years of oppression, are so drained 
of self respect and a sense of "somebodiness" that they have adjusted to segregation; and in part of a 
few middle-class Negroes who, because of a degree of academic and economic security and because 
in some ways they profit by segregation, have become insensitive to the problems of the masses. The 
other force is one of bitterness and hatred, and it comes perilously close to advocating violence. It is 
expressed in the various black nationalist groups that are springing up across the nation, the largest 
and best known being Elijah Muhammad's Muslim movement. Nourished by the Negro's frustration 
over the continued existence of racial discrimination, this movement is made up of people who have 
lost faith in America, who have absolutely repudiated Christianity, and who have concluded that the 
white man is an incorrigible "devil."

I have tried to stand between these two forces, saying that we need emulate neither the "do 
nothingism" of the complacent nor the hatred and despair of the black nationalist. For there is the 
more excellent way of love and nonviolent protest. I am grateful to God that, through the influence of 
the Negro church, the way of nonviolence became an integral part of our struggle. If this philosophy 
had not emerged, by now many streets of the South would, I am convinced, be flowing with blood. 
And I am further convinced that if our white brothers dismiss as "rabble rousers" and "outside 
agitators" those of us who employ nonviolent direct action, and if they refuse to support our 
nonviolent efforts, millions of Negroes will, out of frustration and despair, seek solace and security in 
black nationalist ideologies--a development that would inevitably lead to a frightening racial 
nightmare.

Oppressed people cannot remain oppressed forever. The yearning for freedom eventually manifests 
itself, and that is what has happened to the American Negro. Something within has reminded him of 
his birthright of freedom, and something without has reminded him that it can be gained. Consciously 
or unconsciously, he has been caught up by the Zeitgeist, and with his black brothers of Africa and his 
brown and yellow brothers of Asia, South America and the Caribbean, the United States Negro is 
moving with a sense of great urgency toward the promised land of racial justice. If one recognizes this 
vital urge that has engulfed the Negro community, one should readily understand why public 
demonstrations are taking place. The Negro has many pent up resentments and latent frustrations, and 
he must release them. So let him march; let him make prayer pilgrimages to the city hall; let him go 
on freedom rides -and try to understand why he must do so. If his repressed emotions are not released 
in nonviolent ways, they will seek expression through violence; this is not a threat but a fact of 
history. So I have not said to my people: "Get rid of your discontent." Rather, I have tried to say that 
this normal and healthy discontent can be channeled into the creative outlet of nonviolent direct 
action. And now this approach is being termed extremist. But though I was initially disappointed at 
being categorized as an extremist, as I continued to think about the matter I gradually gained a 
measure of satisfaction from the label. Was not Jesus an extremist for love: "Love your enemies, bless 
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them that curse you, do good to them that hate you, and pray for them which despitefully use you, and 
persecute you." Was not Amos an extremist for justice: "Let justice roll down like waters and 
righteousness like an ever flowing stream." Was not Paul an extremist for the Christian gospel: "I bear 
in my body the marks of the Lord Jesus." Was not Martin Luther an extremist: "Here I stand; I cannot 
do otherwise, so help me God." And John Bunyan: "I will stay in jail to the end of my days before I 
make a butchery of my conscience." And Abraham Lincoln: "This nation cannot survive half slave 
and half free." And Thomas Jefferson: "We hold these truths to be self evident, that all men are 
created equal . . ." So the question is not whether we will be extremists, but what kind of extremists 
we will be. Will we be extremists for hate or for love? Will we be extremists for the preservation of 
injustice or for the extension of justice? In that dramatic scene on Calvary's hill three men were 
crucified. We must never forget that all three were crucified for the same crime--the crime of 
extremism. Two were extremists for immorality, and thus fell below their environment. The other, 
Jesus Christ, was an extremist for love, truth and goodness, and thereby rose above his environment. 
Perhaps the South, the nation and the world are in dire need of creative extremists.

I had hoped that the white moderate would see this need. Perhaps I was too optimistic; perhaps I 
expected too much. I suppose I should have realized that few members of the oppressor race can 
understand the deep groans and passionate yearnings of the oppressed race, and still fewer have the 
vision to see that injustice must be rooted out by strong, persistent and determined action. I am 
thankful, however, that some of our white brothers in the South have grasped the meaning of this 
social revolution and committed themselves to it. They are still all too few in quantity, but they are 
big in quality. Some -such as Ralph McGill, Lillian Smith, Harry Golden, James McBride Dabbs, Ann 
Braden and Sarah Patton Boyle--have written about our struggle in eloquent and prophetic terms. 
Others have marched with us down nameless streets of the South. They have languished in filthy, 
roach infested jails, suffering the abuse and brutality of policemen who view them as "dirty nigger-
lovers." Unlike so many of their moderate brothers and sisters, they have recognized the urgency of 
the moment and sensed the need for powerful "action" antidotes to combat the disease of segregation. 
Let me take note of my other major disappointment. I have been so greatly disappointed with the 
white church and its leadership. Of course, there are some notable exceptions. I am not unmindful of 
the fact that each of you has taken some significant stands on this issue. I commend you, Reverend 
Stallings, for your Christian stand on this past Sunday, in welcoming Negroes to your worship service 
on a nonsegregated basis. I commend the Catholic leaders of this state for integrating Spring Hill 
College several years ago.

But despite these notable exceptions, I must honestly reiterate that I have been disappointed with the 
church. I do not say this as one of those negative critics who can always find something wrong with 
the church. I say this as a minister of the gospel, who loves the church; who was nurtured in its 
bosom; who has been sustained by its spiritual blessings and who will remain true to it as long as the 
cord of life shall lengthen.

When I was suddenly catapulted into the leadership of the bus protest in Montgomery, Alabama, a 
few years ago, I felt we would be supported by the white church. I felt that the white ministers, priests 
and rabbis of the South would be among our strongest allies. Instead, some have been outright 
opponents, refusing to understand the freedom movement and misrepresenting its leaders; all too 
many others have been more cautious than courageous and have remained silent behind the 
anesthetizing security of stained glass windows.

In spite of my shattered dreams, I came to Birmingham with the hope that the white religious 
leadership of this community would see the justice of our cause and, with deep moral concern, would 
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serve as the channel through which our just grievances could reach the power structure. I had hoped 
that each of you would understand. But again I have been disappointed.

I have heard numerous southern religious leaders admonish their worshipers to comply with a 
desegregation decision because it is the law, but I have longed to hear white ministers declare: 
"Follow this decree because integration is morally right and because the Negro is your brother." In the 
midst of blatant injustices inflicted upon the Negro, I have watched white churchmen stand on the 
sideline and mouth pious irrelevancies and sanctimonious trivialities. In the midst of a mighty 
struggle to rid our nation of racial and economic injustice, I have heard many ministers say: "Those 
are social issues, with which the gospel has no real concern." And I have watched many churches 
commit themselves to a completely other worldly religion which makes a strange, un-Biblical 
distinction between body and soul, between the sacred and the secular.

I have traveled the length and breadth of Alabama, Mississippi and all the other southern states. On 
sweltering summer days and crisp autumn mornings I have looked at the South's beautiful churches 
with their lofty spires pointing heavenward. I have beheld the impressive outlines of her massive 
religious education buildings. Over and over I have found myself asking: "What kind of people 
worship here? Who is their God? Where were their voices when the lips of Governor Barnett dripped 
with words of interposition and nullification? Where were they when Governor Wallace gave a 
clarion call for defiance and hatred? Where were their voices of support when bruised and weary 
Negro men and women decided to rise from the dark dungeons of complacency to the bright hills of 
creative protest?"

Yes, these questions are still in my mind. In deep disappointment I have wept over the laxity of the 
church. But be assured that my tears have been tears of love. There can be no deep disappointment 
where there is not deep love. Yes, I love the church. How could I do otherwise? I am in the rather 
unique position of being the son, the grandson and the great grandson of preachers. Yes, I see the 
church as the body of Christ. But, oh! How we have blemished and scarred that body through social 
neglect and through fear of being nonconformists.

There was a time when the church was very powerful--in the time when the early Christians rejoiced 
at being deemed worthy to suffer for what they believed. In those days the church was not merely a 
thermometer that recorded the ideas and principles of popular opinion; it was a thermostat that 
transformed the mores of society. Whenever the early Christians entered a town, the people in power 
became disturbed and immediately sought to convict the Christians for being "disturbers of the peace" 
and "outside agitators."' But the Christians pressed on, in the conviction that they were "a colony of 
heaven," called to obey God rather than man. Small in number, they were big in commitment. They 
were too God-intoxicated to be "astronomically intimidated." By their effort and example they 
brought an end to such ancient evils as infanticide and gladiatorial contests. Things are different now. 
So often the contemporary church is a weak, ineffectual voice with an uncertain sound. So often it is 
an archdefender of the status quo. Far from being disturbed by the presence of the church, the power 
structure of the average community is consoled by the church's silent--and often even vocal--sanction 
of things as they are.

But the judgment of God is upon the church as never before. If today's church does not recapture the 
sacrificial spirit of the early church, it will lose its authenticity, forfeit the loyalty of millions, and be 
dismissed as an irrelevant social club with no meaning for the twentieth century. Every day I meet 
young people whose disappointment with the church has turned into outright disgust.
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Perhaps I have once again been too optimistic. Is organized religion too inextricably bound to the 
status quo to save our nation and the world? Perhaps I must turn my faith to the inner spiritual church, 
the church within the church, as the true ekklesia and the hope of the world. But again I am thankful 
to God that some noble souls from the ranks of organized religion have broken loose from the 
paralyzing chains of conformity and joined us as active partners in the struggle for freedom. They 
have left their secure congregations and walked the streets of Albany, Georgia, with us. They have 
gone down the highways of the South on tortuous rides for freedom. Yes, they have gone to jail with 
us. Some have been dismissed from their churches, have lost the support of their bishops and fellow 
ministers. But they have acted in the faith that right defeated is stronger than evil triumphant. Their 
witness has been the spiritual salt that has preserved the true meaning of the gospel in these troubled 
times. They have carved a tunnel of hope through the dark mountain of disappointment. I hope the 
church as a whole will meet the challenge of this decisive hour. But even if the church does not come 
to the aid of justice, I have no despair about the future. I have no fear about the outcome of our 
struggle in Birmingham, even if our motives are at present misunderstood. We will reach the goal of 
freedom in Birmingham and all over the nation, because the goal of America is freedom. Abused and 
scorned though we may be, our destiny is tied up with America's destiny. Before the pilgrims landed 
at Plymouth, we were here. Before the pen of Jefferson etched the majestic words of the Declaration 
of Independence across the pages of history, we were here. For more than two centuries our forebears 
labored in this country without wages; they made cotton king; they built the homes of their masters 
while suffering gross injustice and shameful humiliation -and yet out of a bottomless vitality they 
continued to thrive and develop. If the inexpressible cruelties of slavery could not stop us, the 
opposition we now face will surely fail. We will win our freedom because the sacred heritage of our 
nation and the eternal will of God are embodied in our echoing demands. Before closing I feel 
impelled to mention one other point in your statement that has troubled me profoundly. You warmly 
commended the Birmingham police force for keeping "order" and "preventing violence." I doubt that 
you would have so warmly commended the police force if you had seen its dogs sinking their teeth 
into unarmed, nonviolent Negroes. I doubt that you would so quickly commend the policemen if you 
were to observe their ugly and inhumane treatment of Negroes here in the city jail; if you were to 
watch them push and curse old Negro women and young Negro girls; if you were to see them slap and 
kick old Negro men and young boys; if you were to observe them, as they did on two occasions, 
refuse to give us food because we wanted to sing our grace together. I cannot join you in your praise 
of the Birmingham police department.

It is true that the police have exercised a degree of discipline in handling the demonstrators. In this 
sense they have conducted themselves rather "nonviolently" in public. But for what purpose? To 
preserve the evil system of segregation. Over the past few years I have consistently preached that 
nonviolence demands that the means we use must be as pure as the ends we seek. I have tried to make 
clear that it is wrong to use immoral means to attain moral ends. But now I must affirm that it is just 
as wrong, or perhaps even more so, to use moral means to preserve immoral ends. Perhaps Mr. 
Connor and his policemen have been rather nonviolent in public, as was Chief Pritchett in Albany, 
Georgia, but they have used the moral means of nonviolence to maintain the immoral end of racial 
injustice. As T. S. Eliot has said: "The last temptation is the greatest treason: To do the right deed for 
the wrong reason."

I wish you had commended the Negro sit inners and demonstrators of Birmingham for their sublime 
courage, their willingness to suffer and their amazing discipline in the midst of great provocation. One 
day the South will recognize its real heroes. They will be the James Merediths, with the noble sense of 
purpose that enables them to face jeering and hostile mobs, and with the agonizing loneliness that 
characterizes the life of the pioneer. They will be old, oppressed, battered Negro women, symbolized 
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in a seventy two year old woman in Montgomery, Alabama, who rose up with a sense of dignity and 
with her people decided not to ride segregated buses, and who responded with ungrammatical 
profundity to one who inquired about her weariness: "My feets is tired, but my soul is at rest." They 
will be the young high school and college students, the young ministers of the gospel and a host of 
their elders, courageously and nonviolently sitting in at lunch counters and willingly going to jail for 
conscience' sake. One day the South will know that when these disinherited children of God sat down 
at lunch counters, they were in reality standing up for what is best in the American dream and for the 
most sacred values in our Judaeo Christian heritage, thereby bringing our nation back to those great 
wells of democracy which were dug deep by the founding fathers in their formulation of the 
Constitution and the Declaration of Independence.

Never before have I written so long a letter. I'm afraid it is much too long to take your precious time. I 
can assure you that it would have been much shorter if I had been writing from a comfortable desk, 
but what else can one do when he is alone in a narrow jail cell, other than write long letters, think long 
thoughts and pray long prayers?

If I have said anything in this letter that overstates the truth and indicates an unreasonable impatience, 
I beg you to forgive me. If I have said anything that understates the truth and indicates my having a 
patience that allows me to settle for anything less than brotherhood, I beg God to forgive me.

I hope this letter finds you strong in the faith. I also hope that circumstances will soon make it 
possible for me to meet each of you, not as an integrationist or a civil-rights leader but as a fellow 
clergyman and a Christian brother. Let us all hope that the dark clouds of racial prejudice will soon 
pass away and the deep fog of misunderstanding will be lifted from our fear drenched communities, 
and in some not too distant tomorrow the radiant stars of love and brotherhood will shine over our 
great nation with all their scintillating beauty.

Yours for the cause of Peace and Brotherhood, Martin Luther King, Jr.
Published in:
King, Martin Luther Jr. 

Page Editor: Ali B. Ali-Dinar, Ph.D.
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Source: Barsh, Joanna, Susie Cranston, and Rebecca A. 

Craske. "Centered leadership: How talented women 

thrive." McKinsey Quarterly (September 2008). 

 



Women start careers in business and other professions with the same 

level of intelligence, education, and commitment as men. Yet 

comparatively few reach the top echelons. 

This gap matters not only because the familiar glass ceiling is unfair, but 

also because the world has an increasingly urgent need for more leaders. 

All men and women with the brains, the desire, and the perseverance to 

lead should be encouraged to fulfill their potential and leave their mark. 

 

With all this in mind, the McKinsey Leadership Project—an initiative to 

help professional women at McKinsey and elsewhere—set out four years 

ago to learn what drives and sustains successful female leaders. We 

wanted to help younger women navigate the paths to leadership and, at 

the same time, to learn how organizations could get the best out of this 

talented group. 

 

To that end, we have interviewed more than 85 women around the world 

(and a few good men) who are successful in diverse fields. Some lead 

10,000 people or more, others 5 or even fewer. While the specifics of their 

lives vary, each one shares the goal of making a difference in the wider  



world. All were willing to discuss their personal experiences and to provide 

insights into what it takes to stay the leadership course. We have also studied the 

academic literature; consulted experts in leadership, psychology, organizational 

behavior, and biology; and sifted through the experiences of hundreds of 

colleagues at McKinsey. 

 

From the interviews and other research, we have distilled a leadership model 

comprising five broad and interrelated dimensions (exhibit): meaning, or finding 

your strengths and putting them to work in the service of an inspiring purpose; 

managing energy, or knowing where your energy comes from, where it goes, and 

what you can do to manage it; positive framing, or adopting a more constructive 

way to view your world, expand your horizons, and gain the resilience to move 

ahead even when bad things happen; connecting, or identifying who can help you 

grow, building stronger relationships, and increasing your sense of belonging; and 

engaging, or finding your voice, becoming self-reliant and confident by accepting 

opportunities and the inherent risks they bring, and collaborating with others. 

 

We call this model centered leadership. As the name implies, it’s about having a 

well of physical, intellectual, emotional, and spiritual strength that drives personal 

achievement and, in turn, inspires others to follow. What’s particularly exciting is 

that we are starting to discover ways women can actively build the skills to 

become more self-confident and effective leaders. Centered leadership also 

works for men, though we have found that the model resonates particularly well 

with women because we have built it on a foundation of research into their 

specific needs and experiences.  

 

Centered leadership emphasizes the role of positive emotions. A few 

characteristics particularly distinguish women from their male counterparts in the 

workplace. First, women can more often opt out of it than men can. Second, their 

double burden—motherhood and management—drains energy in a particularly 

challenging way. Third, they tend to experience emotional ups and downs more 

often and more intensely than most men do. Given these potentially negative 

emotions, centered leadership consciously draws on positive psychology, a 

discipline that seeks to identify what makes healthy people thrive.  

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered  



leadership: How talented women thrive." McKinsey Quarterly (September 2008). 
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Meaning 

 

Meaning is the motivation that moves us. It enables people to discover 

what interests them and to push themselves to the limit. It makes the 

heart beat faster, provides energy, and inspires passion. Without meaning, 

work is a slog between weekends. With meaning, any job can become a 

calling. 

 

It starts with happiness. Positive psychologists (including Tal Ben-Shahar, 

Jonathan Haidt, and Martin Seligman) have defined a progression of 

happiness that leads from pleasure to engagement to meaning. 

Researchers have demonstrated, for example, that an ice cream break 

provides only short-lived pleasure; in contrast, the satisfaction derived 

from an act of kindness or gratitude lasts much longer. Katharine Graham, 

the first female CEO of a Fortune 500 enterprise (the Washington Post 

Company), famously said, “To love what you do and feel that it matters—

how could anything be more fun?” 

 

Why is meaning important for leaders? Studies have shown that among  



professionals, it translates into greater job satisfaction, higher productivity, lower 

turnover, and increased loyalty.1 The benefits also include feelings of 

transcendence—in other words, contributing to something bigger than yourself 

generates a deeper sense of meaning, thereby creating a virtuous cycle. Finding 

meaning in life helped some of the women leaders we interviewed take new paths 

and accept the personal risks implicit in their goals. 

 

People seeking to define what is meaningful can start, as one interviewee put it, 

by “being honest with yourself about what you’re good at and what you enjoy 

doing.” Building these signature strengths into everyday activities at work makes 

you happier, in part by making these activities more meaningful. Although there is 

no simple formula for matching your strengths to any single industry or function, 

you can look for patterns in jobs that have and haven’t worked out and talk with 

others about your experiences. 

 

The connection between signature strengths and work can change because 

priorities do; sometimes, for example, a job is better than a calling, especially for 

young mothers. Our interviews show that this ebb and flow is natural and that the 

key to success is being aware of the shifts—and making conscious choices about 

them—in the context of bigger goals, personal or professional. 

 

To read more on meaning: 

 

Tal Ben-Shahar, Happier: Learn the Secrets to Daily Joy and Lasting Fulfillment, 

New York: McGraw-Hill, 2007. 

 

Martin E. P. Seligman, Authentic Happiness: Using the New Positive Psychology 

to Realize Your Potential for Lasting Fulfillment, New York: Free Press, 2004.  

 

Sonja Lyubomirsky, The How of Happiness: A Scientific Approach to Getting the 

Life You Want, New York: Penguin, 2007. 

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered 

leadership: How talented women thrive." McKinsey Quarterly (September 2008). 
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Managing energy  

 

Actively managing energy levels is crucial to leaders. Today’s [leaders] 

work hard: 60 percent of senior [leaders] toil more than 50 hours a week, 

and 10 percent more than 80 hours a week. What’s more, many women 

come home from work only to sign onto a “second shift”—92 percent of 

them still manage all household tasks, such as meal preparation and child 

care. 

 

We’ve found that work–life balance is a myth—so the only hope women 

have is to balance their energy flows. This means basing your priorities on 

the activities that energize you, both at work and at home, and actively 

managing your resources to avoid dipping into reserves. Burnout is a 

reality for men and women alike, but for women who can opt out, so too is 

throwing in the towel. 

 

But work doesn’t have to be exhausting. Mihály Csíkszentmihályi, a 

founder of positive psychology, studied thousands of people, from 

sculptors to factory workers. He found that those who frequently  



experienced what he called “flow”—a sense of being so engaged by activities that 

you don’t notice the passage of time—were more productive and derived greater 

satisfaction from their work than those who did not. Further, it energized rather 

than drained them. 

 

Zia Mody, a top litigator in India, described how she gained energy from a life that 

most people would see as exhausting. Even when her three daughters were 

young, she put in 16-hour days to prepare her cases. A woman among thousands 

of men at court, she lit up as she told us, “I love it! I love winning. I love being in 

court. . . . It excites me—I cannot tell you how much.”  

 

One useful tactic is to identify the conditions and situations that replenish your 

energy and those that sap it. Self-awareness lets you deliberately incorporate 

restorative elements into your day. It can also help you to space out your energy-

sapping tasks throughout the day, instead of bundling them all into a single 

morning or afternoon. A particularly useful tip, we have found, is to give yourself 

time during the day to focus without distractions such as blinking lights and 

buzzing phones. Your productivity will benefit several times over. 

 

To read more on managing energy: 

 

Mihály Csíkszentmihályi, Flow: The Psychology of Optimal Experience, New York: 

HarperPerennial, 1991. 

 

Edy Greenblatt, “Work/Life Balance: Wisdom or Whining,” Organizational 

Dynamics, 2002, Volume 31, Number 2, pp. 177–93. 

 

Jim Loehr and Tony Schwartz, The Power of Full Engagement: Managing Energy, 

Not Time, Is the Key to High Performance and Personal Renewal, New York: Free 

Press, 2003.  

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered 

leadership: How talented women thrive." McKinsey Quarterly (September 2008). 

 



Positive framing 

 

The frames people use to view the world and process experiences can 

make a critical difference to professional outcomes. Many studies suggest 

that optimists see life more realistically than pessimists do, a frame of 

mind that can be crucial to making the right business decisions. That 

insight may be particularly critical for women, who are twice as likely to 

become depressed, according to one study.4 Optimists, research shows, 

are not afraid to frame the world as it actually is—they are confident that 

they can manage its challenges and move their teams quickly to action. 

By contrast, pessimists are more likely to feel helpless and to get stuck in 

downward spirals that lead to energy-depleting rumination. 

 

Martin Seligman, a psychologist who was an early proponent of positive 

psychology, found, for example, that optimists are better able to deal with 

the news that they have cancer. Confident that they can handle the 

prognosis, they immediately start to gather facts and dive into treatment 

plans; pessimists, on the other hand, become paralyzed with fear. 

Seligman also shows that optimism can be learned—an important insight  
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that underlies positive framing. 

 

Positive framing and positive thinking, we would emphasize, are two different 

notions. The latter tries to replace adversity with positive beliefs. The former 

accepts the facts of adversity and counters them with action. Talking yourself into 

a view contrary to the facts has a temporary effect at best. 

 

The experience of Andrea Jung, the chairman and CEO of Avon, suggests how 

useful positive framing can be. In late 2005, Jung recalls, she found her company 

in a decline that temporary factors could not explain. Recognizing that she was 

the leader who had created the strategies and the team responsible for the 

downturn, she listened to the counsel of her executive coach and promptly “fired 

herself” on a Friday night. The following Monday, Andrea showed up at work as 

the “new” turnaround CEO. She proved herself to be a “glass half full” optimist, 

and the recovery plan her management team adopted after a quick diagnosis led 

to a steady improvement and a return to growth. 

 

No matter how pessimistic you are by nature, you can learn to view situations as 

optimists do. The key is self-awareness. If a meeting goes badly, for example, you 

should limit your thoughts about it to its temporary and specific impact and keep 

them impersonal. It helps to talk with trusted colleagues about the reasons for the 

poor meeting and ways to do better next time. These discussions should take 

place quickly enough for you to make a specific plan and act on it. You should 

also undertake some activity that will restore both your energy and your faith in 

yourself—perhaps having a hard workout, going out with friends, or spending time 

with your children. 

 

To read more on positive framing: 

 

Jonathan Haidt, The Happiness Hypothesis: Finding Modern Truth in Ancient 

Wisdom, New York: Basic Books, 2006. 

 

Martin E. P. Seligman, Learned Optimism: How to Change Your Mind and Your 

Life, New York: Pocket Books, 1998. 

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered  
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Connecting  

 

People with strong networks and good mentors enjoy more promotions, 

higher pay, and greater career satisfaction.5 They feel a sense of 

belonging, which makes their lives meaningful. As Mark Hunter and 

Herminia Ibarra have noted in the Harvard Business Review, what 

differentiates a leader from a manager “is the ability to figure out where to 

go and to enlist the people and groups necessary to get there.”6 Yet not all 

networks are equal. Roy Baumeister, a social psychologist who studies 

social belonging and rejection, believes that men tend to build broader, 

shallower networks than women do and that the networks of men give 

them a wider range of resources for gaining knowledge and professional 

opportunities.7 This theory is a matter of substantial debate among 

academics. Our experience with hundreds of women at McKinsey, 

however, offers additional evidence that women’s networks tend to be 

narrower but deeper than men’s. 

 

The experience of Dame Stella Rimington, who in the late 1960s joined 

MI5, the UK’s domestic intelligence organization, offers an example of the  
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power of broad networks to get things done. Rimington, later the agency’s director 

general, says that “women were definitely second-class citizens” in those days. 

They weren’t allowed to do fieldwork, for example, yet “many of the women were 

completely indistinguishable from the men: they had the same kind of education.” 

 

She continues: “So we women—there were quite a few of us by then—we sort of 

ganged up and did a kind of round-robin thing and said, ‘Why is it that we have a 

completely different career than men who are exactly like us?’ And for the first 

time, the powers that be started to scratch their heads because they suddenly had 

to find an answer. . . . And in the end, of course, they decided that they would 

have to promote a few women.” She later concluded that “no one of us would 

have asked that question on her own. We were supporting each other, and there 

was power in the many.” 

 

The leaders we interviewed also talked about the importance of having individual 

relationships with senior colleagues willing to go beyond the role of mentor—

someone willing to stick out his or her own neck to create opportunity for or help a 

protégée. Such a person is what Ruth Porat, a vice chairwoman at Morgan 

Stanley, called a “sponsor.” 

 

A number of studies have shown that women who promote their own interests 

vigorously are seen as aggressive, uncooperative, and selfish. An equal number 

of studies show that the failure of women to promote their own interests results in 

a lack of female leaders. Until one of these conditions changes, sponsors, we 

believe, are the key to helping women gain access to opportunities they merit and 

need to develop. 

 

One surprising thing we learned as a result of talking with female leaders was that 

they often fail to reciprocate and find expectations that they should do so 

distasteful. A senior partner at McKinsey noted that men naturally understand that 

you must “give before you get,” but women don’t. This tendency—which other 

leaders have described to us as well—combined with the sometimes awkward 

sexual politics, real or perceived, between senior men and younger women, 

makes it harder for women to find sponsors. 

 

Yet women can learn reciprocity. To start, it’s important to assess your comfort  



level with the people you know through work, as well as how influential they are 

professionally. Most women we’ve worked with typically find that the colleagues 

they are close to are not influential—and vice versa. Explicit planning and some 

risk taking are needed to change this. 

 

One approach is to provide and ask for help on a regular basis. Finding ways to 

forge connections through interests outside of work is another. Over and over, we 

heard, “Make it personal,” in the sense that others will get along with you more 

easily if they see your human side. You can express this in all kinds of ways at 

work, without inappropriately blending your professional and personal lives. The 

female leaders we interviewed acted on this insight both to find sponsors and to 

build networks. 

 

To read more on connecting: 

 

Catalyst, Creating Women’s Networks: A How-To Guide for Women and 

Companies, San Francisco: Jossey-Bass, 1999. 

 

Monica Higgins and Kathy Kram, “Reconceptualizing Mentoring at Work: A 

Developmental Network Perspective,” Academy of Management Review, 2001, 

Volume 26, Number 2, pp. 264–68. 

 

Lois J. Zachary, The Mentor’s Guide: Facilitating Effective Learning Relationships, 

San Francisco: Jossey-Bass, 2000. 

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered 

leadership: How talented women thrive." McKinsey Quarterly (September 2008). 

 

 



Engaging 

 

Many people think that hard work will eventually be noticed and rewarded. 

That can indeed happen—but usually doesn’t. Women, our interviewees 

repeatedly told us, need to “create their own luck.” To engage with 

opportunities by taking ownership of them, you must first find your own 

voice, literally. Julie Daum, a prominent Spencer Stuart recruiter who 

specializes in board placements, told us that even senior women on 

boards still lose out by not speaking up: they hang back if they think that 

they have nothing new to say or that their ideas fall short of profound. 

 

One senior woman we interviewed told us how she learned to join in: 

“Every Monday, we had a senior-management meeting. In the beginning, I 

just listened. I learned from the guys because they were all there. And 

after a while I started to speak up. You did the work, so you’ve got to talk 

about it. And I did.” 

 

Women who want to grow as leaders should also take ownership of their 

professional development. Mary Ma, Lenovo’s former chief financial  



officer, said that she drew inspiration from using the Japanese auto industry as a 

metaphor, reshaping herself to become more competitive by identifying what she 

had to change and then actually changing it. As Ma noted, she didn’t complain to 

her boss or to her colleagues but rather looked inward to see how she could be a 

more effective leader. Instead of waiting for someone to tell her what to do, she 

took a systematic approach to self-improvement. 

 

Engagement is equally about risk taking. The women we interviewed accept risk 

as a part of opportunity. Some have the confidence and courage to dive in; others 

use analytic problem solving to assess risks and then proceed to action. 

Psychologist Daniel Gilbert says his research indicates that people who make a 

choice for risk and work with it, rather than avoid it, report a greater degree of 

happiness than others do. 

 

Shona Brown, Google’s senior vice president of business operations, described 

how she handles opportunities and the risks that accompany them. “I’ll use a 

skiing analogy because I like to jump off cliffs,” she says. “But I generally jump off 

cliffs from which I’m relatively confident I’m going to land—or if I don’t, it’s not 

dangerous.” Brown said she enjoys risk. “I like to be at that point where you’re 

about to jump. Your stomach is kind of going ‘woo’! It’s not so simple that you’re 

sure you’ll succeed. But you’re not in a life-threatening situation.”  

 

Our interviews have shown us that to embrace opportunity, people must often 

take sharp detours and that the risks of unexpected changes commonly seem 

more obvious than the benefits. Reaching out to others—not to avoid making 

decisions yourself but to learn the best outcome from change can often help you 

see opportunities in the right frame and decide whether to go for them. 

 

To read more on engaging: 

 

Daniel Gilbert, Stumbling On Happiness, New York: Knopf, 2006. 

 

Linda Babcock and Sara Laschever, Women Don’t Ask: The High Cost of 

Avoiding Negotiation—and Positive Strategies for Change, New York: Bantam, 

2007. 

 



Marshall Rosenberg, Nonviolent Communication: A Language of Life, Encinitas, 

CA: Puddledancer Press, 2003. 

 

Source: Barsh, Joanna, Susie Cranston, and Rebecca A. Craske. "Centered 

leadership: How talented women thrive." McKinsey Quarterly (September 2008). 
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This will be an honest conversation about the difficulties that we face in 
our leadership roles, based on conversations that we had and looking at 
different leadership models. 



I wanted to remind us of the Prayer of Moses, we think of most of our 
work with prayer, but also, I want us all to share our prayers and this 
goes back to our conversation about the fact that this CWFL Fellowship 
is about faith inspired. Come up with prayers that you use in times of 
difficulty and share them. 
 
This is the prayer that I use.  



This outlines some of the challenges and where they come from, these 
are all things that everyone faces, it is more about identifying these 
issues and how to address these challenges.  
 
The first set of challenges is external, its coming from the outside, from 
people, situations you are in and things you are doing in your work. 
The second is internal, it’s more about the challenges that are coming 
from the inside of ourselves, and whether it is some of our skills, or 
some of our perceptions. 
The last one are the challenges that come from the nature of being in a 
leadership role,  and the fact that being in a leadership role has 
challenges of its own.  
These are the three areas that challenges come from in our area of 
work.  



This outlines these challenges a little bit more, these are examples of 
external challenges: 
 
Public criticism, which is when people are criticizing what you are doing 
and what your organization is doing. The worst kind of criticism is when 
people don’t know what you are doing and they are criticizing you, but it 
you have to deal with this challenge. 
 
Another issue is the interpersonal issues that people are having that 
you (as a leader) have to deal with, it may have nothing to do with the 
actual work that you are doing, but it has to do with the challenge of 
dealing with people, their issues and concerns and so on.  
 

There is a difference between a crisis and a 
disaster, crisis can be something that happens at work and that could 
be political, public relations issue; it is something that happens and you 
have to figure out how to fix it. A disaster is about something that is 
hopeless, something terrible that happened and you don’t know if you  



are going to get over it (for you personally or the organization). There is a 
different way to deal with a crisis than with a disaster.  
 
Other external challenges like Opposition and/or hostility from powerful forces 
and  financial or political windfall, are challenges that come up a lot. 
 
Collaboration is interesting as a challenge, because we all talk about how 
important it is to collaborate, but that can be a challenge. Once you decide to 
collaborate, then you have to deal with the challenge of how to collaborate, 
who do you collaborate with. The fact that you are collaborating means that 
you have even more people involved in the mix, which is a challenge in its self.  
 



This is going to be a list of how to respond to these challenges.  
 
The first one is to be proactive, in leadership position you really do have 
to deal with the challenge, to do something. A lot of times, we think that 
if I just not think about the challenge or I don’t address it, it will go away. 
However, that is not an option when you are in a leadership position 
and it just makes it worse. Even more, when you have a group of 
people you are working with, they start to get nervous if the lf the leader 
isn’t doing anything. Its not that you need to fix the challenge fully, just 
acknowledging it and addressing it is important in itself.  
 
Be creative, everyone knows that the role of the leader is to be creative 
and think outside the box. There is an example here about losing 
funding, and what do you (as a leader) do with that. This is an example 
of a disaster, and how do you react to it and how you think through it, is 
going to be the critical part in looking for solutions. 
 
These are the main ways to respond to these challenges. 



 
Think through this taking in account the faith component, what do I do with 
these challenges that is based in my faith? (keep it in mind) 



These are examples of responding: 
 
Face conflict head on is the same thing to what I said about being 
proactive, not ignoring conflict and not thinking it will go away. But just 
to say it is there and deal with it. I want to emphasize that the 

 



These two are similar  ways to respond to challenges: 
 
I want to point out Retain your objectivity (don’t take sides), this could 
be challenging, especially women of faith in leadership roles, we really 
want to put that spiritual vibe and sometimes it’s a matter of what is 
right and wrong and you think about it and from a religious and spiritual 
perspective, this is the right thing to do and this is the wrong thing to do, 
and even thought that is important, try your best to be objective. You 
need to understand the other perspective and understanding that being 
objective means taking into consideration all these different 
perspectives. Objectivity doesn’t mean you are saying its okay to do 
something that you don’t believe in but in these leadership positions, we 
really have to understand what are the differences, what is happening 
from a different perspective whether its an individual or an 
organizational issue and its an external challenge that we have to meet 
by maintaining our objectivity.  
 
Collaboration comes up again in our type of leadership, because we are  



dealing with so many different types of people and roles to play so we need to 
look for those opportunities and that will help us meet the challenges.  
 
 



Now I want to switch over to the internal challenges. I want to spend 
more time on this because we as women of faith we need to be 
reflective, we ask ourselves questions or we should be asking ourselves 
questions about ourselves and about why we do things, on our 
intentions, our knowledge. Also, its important to build spirituality into the 
work that we do, because the work is so exhausting and draining so I 
want to spend time talking about the internal challenges.  
 
We notice that a lot of times, the biggest challenge is that we are 
insecure, which means we don’t really believe that we can do 
something and especially for women sometimes its even to the point we 
believe that I am pretending to do some things I don’t know how to do it 
and I am just not sure if I can do this. Its that whole sense of insecurity 
that we talked about, sometimes it does have a component of humility 
because we want to be humble about what we do, but it can lead to 
insecurity, which is just this idea that we don’t know if I am doing this 
right or I don’t think I can do this right. It can be in a sense crippling 
because in the end if you don’t think you can do something and you are  



not going to try, obviously you are not going to get very far.  
 
The second one is very important, I think to identify defensiveness because its 
an inability to take criticism, which really does fall into the faith inspired space 
because if we are all leaders and in positions of leadership that we know 
comes from faith inspired and spiritual grounding, then we know that we 
should be open to criticism and not be defensive about it, because if we are 
hostile to people that give us criticism it becomes just an issue of not moving 
forward and not really being pure with our intentions, that is the terminology 
that we use in our religious space. Defensiveness also means that things wont 
change, things wont move ahead because we are not able to take the criticism 
positively.  
 
Lack of decisiveness, which is the last point, a lot of people would say that 
women are indecisive overall and to the extent that that’s true for some 
people, it is an issue when we have an internal challenges and it goes back to 
insecurity, I don’t know if I have all the information, I don’t know if I can make 
this decision. But we have to understand and we know this from our own 
experience and many of you have been doing this for so many years, you 
know that sometimes you cant have all the information you cant have 
everything you need to make the prefect decision. But this idea that we lack 
decisiveness really makes it difficult to be an effective leader.  
 



These are more of the internal challenges that have come up and 
sometimes people say that these are characteristics of ineffective 
leaders, but people also say that this is in any leader at any given time. 
Its not that we have these challenges and we are not effective leaders, 
its just that at certain points we can have these things in our lives and 
and if we recognize them then we can get over them and hopefully work 
with them, but its important to recognize them. It is true that we have 
sometimes as women we have an inability to be direct when there is a 
problem and you don’t want to say anything negative to people and you 
want people to like you and so on, it is a challenge to be able to say 
when you know what, when something needs to be said, it needs to be 
said directly and we need to make that point before it gets worse. That 
is something that we need to be aware of. 
 
This objective thing comes up again, the inability to be objective which 
was in our external challenges as well but it is hard and difficult to be 
objective but the less objective you are, the less effective you are as 
well.  



 
The last one is about patience, but again it’s a challenge and it is something 
that I work on myself whatever role I have, as a mother, as a family member 
but also in the work that I do is creating that sense of nothing is going to 
happen overnight we know that, but you have to remind yourself of that 
constantly. Sometimes you have to remind yourself of actual work that you did 
do that took a long time, because sometimes you forget in the middle of it and 
I think that is critical.  



So how do we cope with these challenges?  
 
These are things that we’ve talked about but I wanted to remind us. 
 
Listen, there are tips, dos and don’ts to listening, active listening 
especially, which is a coping mechanism, so we need to learn to listen 
and then find out how people think and so on. 
 
The second point, I am don’t know how familiar you are with it, 306-
degree feedback means that you are asking everybody in your circle 
that’s why its 360 for feedback about yourself. This is feedback from 
staff, from volunteers, form the board, anybody that you are working 
with, I would add to this feedback from just people you know and asking 
them questions about what do you think about what I am doing. You are 
asking not because you are insecure but because you want them to 
give you feedback. So when you ask for feedback, you could actually 
hear some positive things from people you didn’t think of, which is 
important. but also then you start to take it and you do something with  



that feedback and that why its critical. You cant keep getting feedback, 
feedback and then not do anything with it so that’s important. 
 
Look at what's going on around you, that sounds so simplistic but  its 
something that a lot of us need to be reminded of, which is in the work that I 
am doing, how am I affecting people including environment. Sometimes the 
environment reflects our challenges, that everybody is insecure, everybody is 
defensive because they are reflecting the leadership that is there. So how do 
we manage staff so that our environment is also positive. 
 
The last two, I just didn’t even explain them because they are pretty general. 
Reach out for help in facing internal challenges 
Don't feel you have to do it all on your own 
 



Leadership is external challenges, internal challenges and leader 
challenges that come from just being a leader. Being in a leadership 
position is really tough, very challenging. These are some of the things 
that are challenging about being a leader and it obviously affects who 
we are. I also put this list up there that, many times leaders in the 
position that you’re in you are seen all of these things. Leaders can be 
looked on as authority figures, as saviors, as fixers of things that are 
broken, as spiritual guides, as mentors, as models, as inspirers. Being 
seen as all these things of course is going to create challenges in the 
role itself and the work that you do.  
 



This one is just about finding support so this is really important. this 
reiterate what I said earlier.  



Again, how do you cope with challenges.  
 
I want to point out this first one, which is create mechanisms to revisit 
your vision, to revisit why we do what we do.  
 
Share the burden 
 
Find an individual or group with whom you can discuss the realities of 
leadership 
 
Making sure you have personal time 



We talked about all the challenges to you that come at you but now I 
wanted to  remind us that we need to challenge ourselves so create our 
own challenges, which sounds awful because you have so many 
challenges to deal with, but it’s a positive thing. If we challenge 
ourselves to do things differently, we challenge ourselves to look at the 
whole picture. Then we really will become proactive about the 
challenge, the challenge becomes something positive. This last one I 
wanted to emphasize because we are always congratulating each other 
for these huge things, which is fantastic but remember to celebrate 
these small things that we achieve.  



I wanted to remind us again, this whole conversation about challenges 
is about balancing whether its balancing in our family and how we work 
in the family, our career, our community and then our spiritual self. 
 
I would like us to spend more time talking about how we are doing this 
also sharing some of the examples. So we may have somebody who is 
doing great work and then suddenly her family says we can’t afford to 
have not be with us and so you cant travel, we would like you not to go 
to this conference and so on. And this person feels like everything I am 
trying to do is based on that and I cant do it so what should I do and so 
on. I know this is happening amongst all of us,  So how do we share 
what do we do and what do we connect with each other.  



This is the last piece, I just wanted to continue that conversation with 
what do we do to make this balance and how do we create the space 
for ourselves. All the coping mechanisms we can have for those 
challenges are there but then what do we do on a regular basis. I put 
some here that I am familiar in terms of dealing with challenges. So 
besides being proactive, besides being informed and all those action 
items that we put in the beginning, what can we do in our own mind and 
our own heart to really think about these challenges.  
 
So again, we talked about them as actions and not just sitting, for 
example, this idea of prayer, we talked about it before, its not just 
praying for something good to happen. We know the power of prayer in 
our work and how do we incorporate that power in a way that’s useful 
but its also a way of making us do the action. That we need to do it 
rather than just praying on It. 
 
Retreat is really important, this sense of retreating which is getting away 
from everything. For myself, when I take personal retreat, it’s  



invigorating and it’s something that gives me perspective and it helps me be 
present. Either way you do that and is that possible for you in your work to 
take a retreat and go away from everything so you can come back 
rejuvenated. 
 
Saying No, we do need to learn how to say no to the things that will look great 
but are not necessarily going to be helpful to us to meet our challenges. When 
do we say no? how do we say no? for some of us, it is considered rude for us 
to say no to something that needs to be done because this is our work but is 
there a way to say it that would be both culturally acceptable but also would 
help us in the long run?  
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Mentoring – Professional and Personal Development 
	  

“Hear, O Israel: The Lord our God, the Lord is one. You shall love the Lord 
your God with all your heart and with all your soul and with all your might. 
And these words that I command you today shall be on your heart. You shall 
teach them diligently to your children, and shall talk of them when you sit in 
your house, and when you walk by the way, and when you lie down, and 
when you rise. You shall bind them as a sign on your hand, and they shall be 
as frontlets between your eyes. …  Deut. 6:4-9 

	  
What is a mentoring relationship? 
 

Through mentoring, individuals receive support on a one-to-one 

basis from a trusted peer or colleague.  In this toolkit the term mentor 

is used for the individual who agrees to share knowledge and experi-

ences with another individual.  The term protégé is used for the per-

son who receives support from a mentor. 

Mentoring is individualized support.  A mentor is a wise and 

trusted counselor.  Mentoring can take many forms, ranging from an 

informal relationship among two individuals that might work together, 

colleagues that work in the same profession, peers that want to learn 

from each other, an individual that holds knowledge, which might 

supplement your knowledge, and any other relationship that would 

provide support. 

The core elements of mentoring are: 

• one-to-one relationships with individualized support to help an indi-

vidual improve their skills, 

• on the job support to address practical issues that occur in daily 

work, and 

• a shared commitment to learning and using the best available 

knowledge to ensure positive results. 
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Mentors take an active role. Mentors help others learn to ob-

serve, listen to, and talk through information. Mentors share their 

gratitude eagerly with those coming alongside them.  A mentor might 

share specific skills, such as showing a protégé how to focus atten-

tion on a particular topic, introducing the protégé to influential individ-

uals, giving ideas about how to make transitions smoother, or sharing 

their own experiences. 

Sometimes a mentor leads a protégé through learning new job 

information or might select or suggest a reading to discuss with the 

protégé.  A mentor might plan specific activities with a protégé, 

demonstrate a skill, or talk with a protégé after observing her in ac-

tion, or plan activities that the two might do together. A mentor’s ob-

servations could help an individual reflect on which comments and 

questions prompted certain behaviors to happen. 

Mentors share their own experiences. Mentors are selected for 

their values and skills in their profession. They use their knowledge 

as the basis for working with others. A mentor listens to the challeng-

es that another person experiences and helps her come up with solu-

tions. 

Mentors share what they have learned about their profession—

where to find resources, how to learn about best practices, and how 

to apply knowledge in particular settings. A mentor might give career 

advice suggesting certain opportunities in preparation for career 

change or career advancement.  A mentor might coach a protégé 

through relationships, which hold promise for similar programs as well 

as those with limited access to mentor expertise locally. 

Regardless of the type of relationship (in person, distance, vir-
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tual), rapport between mentor and protégé must be established.  It is 

important for each the mentor and protégé to establish goals.  This 

keeps the mentoring relationship on track and each party is clear 

about expectations.   

Mentoring relationships usually take three different forms.  The-

se include: 

• Career achievement - specifically to support an individual with ca-

reer actions that will support advancement. 

• Psycho-social - usually focused on navigating the workplace or diffi-

cult colleagues.  Might also focus on interactions that are important 

for protégé to adopt to foster good relationships. 

• Familial - specifically to support an individual with work-family inte-

gration while achieving positive results in one’s career and also at 

home with spouse/significant other, children and other family mem-

bers. 

There are several terms that are also used to describe mentoring: 

• coaching or peer coaching, 

• consultation, 

• teaming, 

• one-to-one support, and 

• professional development. 

 In general, the mentor is person-focused; the coach, job-

focused; and the supervisor, results/productivity focused.  In the me-

dia today, we see an emphasis on sponsorship.  The research litera-

ture suggests that males are sponsored while females are mentored.  

Sponsorship is similar to the coach – focused on career achievement.  

The sponsor supports the protégé in meeting the right people, check-
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ing the boxes for important activities to be involved, getting them in 

front of the leadership for opportunities of upward movement. 

 A mentoring relationship is a power free, two-way, mutually 

beneficial, learning situation where the mentor shares knowledge and 

experiences, and teaches using a self-discovery approach.  The men-

tor is a Socratic questioner supporting the protégé freedom of choice 

and decision-making.  

 

Mentor selection 
Establishing a mentoring relationship begins with the selection 

of mentors.  Think carefully about areas of your professional and per-

sonal goals.  Who would be good mentors to support your develop-

ment in both areas?  Who do you admire?  Who has similar values to 

your own?  Who works in organizations similar to the one you work 

within?  

High quality mentors have busy lives, but despite this, they give 

generously of their time and expertise.  The following traits are im-

portant for mentors:  Professionally capable in their leadership role, 

good communicator, committed to developing future leaders, and a 

reflective practitioner.  Other traits that are important include individu-

als of integrity, ability to develop a trusting relationship, empathetic, 

and accepting of multiple style of leadership. 

The table below shares some reflections on mentoring.  Some-

times it is easier to view the negative as well as the positive. 
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Positive Attributes Negative Attributes 
Develops critical, analytic, reflective 
practitioners 

Creation of a leader in their own image 

Sharing dreams  Imposing visions on another 
Sharing frustrations A time of “dumping” frustrations 
Improving knowledge, attitudes and 
performance 

Sitting at the feet of a guru 

Identifying growth areas Counseling 
Increasing self confidence Professional supervision 
Nurturing leadership Learning for mentee only 
Mutual learning Creating a sense of survivorship 
Shared wisdom Appraisal and monitoring of perfor-

mance 
Developing leadership Reporting to supervisors or others on 

performance 
Being open to paradigm shifts Guaranteeing success in succession  
Partnership and collegiality  
Building communities of leaders  
Developing openness and dialogue in a 
safe environment of mutual trust and 
genuine care 

 

Adapted from Manual for Catholic Mentoring Programs 

 
Tool 1 is a mentoring map for your consideration.  For exam-

ple, what are your major developmental areas or organizations - pro-

fessional work, volunteer, CWFL Fellows, religious, family, etc.    

 

Research tells us about successful mentoring… 

• Mentoring is superior to one-time information sessions. 

• Mentoring builds upon and extends the professional development. 

• Mentoring can be adapted to fit the needs of each individual. 

• Mentors allow protégés to try new approaches with guided support 

from a knowledgeable partner who is not judgmental or punitive. 

 Tool 2 is a personal reflection exercise.  Take some time to 

think through your strengths and the areas of opportunity for growth.  
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This will be helpful as you select mentors, you can share your reflec-

tions with them as a way of setting goals in your relationship. 

 

Statement of Goals 
Preparing a written set of goals (Tool 3 and 4) is helpful if that 

is appropriate for the relationship.  If not, then be sure and talk 

through goals to establish the type of relationship that will meet each 

individual’s needs. 

Sample goal statements 

If preparing a formal written goal statement, below are some 

sample goals.  If the relationship is information, this sample might still 

be appropriate.  Think through in advance of that first meeting, what 

you would like to accomplish.  

• create opportunities for protégé to share their skills and knowledge; 

• enhance an individual’s sensitivity to cultural, religious, and social 

issues; 

• discuss career pathways for entry level to move them from beginner 

to intermediate status in core competencies and; 

• create a collaborative, trusting culture where both the mentor and 

protégé feels supported. 

 

Responsibilities of protégé 
The expected responsibilities of protégés include: 

• self-assessing strengths and needs in terms of core competencies, 

• developing knowledge and skills, 

• asking questions, 
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• taking risks and trying new behaviors, 

• investing time in observing and listening, 

• reviewing suggested resources, and 

• reflecting honestly on progress. 

Both mentors and protégés should review and discuss desired core 

competencies and set goals collaboratively. Adhering to a regular 

meeting schedule and participating in check-ins supports a good 

mentoring relationship. 

 

Are you being mentored and are you mentoring others? 
 

Know well the condition of your flocks, and give attention to your 
herds.  Prov. 27:33. 
 
Remember your leaders, those who spoke to you the word of God.  
Consider the outcome of their way of life, and imitate their faith.  Heb. 
13:7 

 

“…we should also seek ways to cherish those that connect people, 

expand ideas, cultivate the imagination, and foster the human spirit, 

and integrate them into the way we define and implement mentoring 

through relationships.”  Kochan, p. 13. 

 Mentoring is not value-free, but rather is developed in cultural 

context. 
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Mentoring fun - Wordle 
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TOOL 1 

 

 

Developmental Mentor Map 

  

Guidelines: 
Place your name in the center circle. 
Label each section as a different arena from which developmental relationships originate, 
e.g., work, school, family, house of worship, professional organizations. 
Place initials of people in each quadrant that serve as mentors to you. 

Kram, 2015; revised by Weber, 2015 
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TOOL 2 

 

 
Personal Reflections 

 

What do you identify as your areas of strength? 

 

 

 

 

 

 

What do you identify as your areas for development? 

 

 

 

 

 

 

Possible strategies/activities/projects you can see in your current role 
that would involve using capabilities that you would like to develop.  
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TOOL	  3	  
	  

 
Mentor/protégé Goal and Activity 

Planner	  
This is a planning tool to record short and long-term goals and  

develop an activity plan together. 
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TOOL 4 
 
 

 
 

Mentor and mentee work plan 
 
 

 
 
Mentee Goals Mentee Activities Mentoring Sup-

port 
Activities for 
Mentor and 
Mentee 

What are your 
goals? 

What will you do 
to meet the goals? 

What type of sup-
port do you need 
of a mentor and 
what will they ac-
tually provide 

What type of activ-
ities will you plan 
together  

Example:  Under-
stand political and 
cultural issues of 
other religious 
faiths 

Readings of Holy 
scriptures 
Attending religious 
services 

Persons of faith 
that can share 
doctrine and prac-
tices of the vari-
ous faiths 

Might plan to at-
tend services to-
gether and have a 
reciprocal rela-
tionship, each 
sharing with the 
other about faith 
practices 
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Appendix A:  Mentoring and the dissertation process 
 

The Digital Women's Project:  Life Stories of Extra-ordinary Women 
 

The student-professor relationship over time has evolved and today provides an oppor-
tunity for mutual mentorship.  Learning and research offer mutual opportunities for in-
creasing knowledge and the experiences and perspectives of both the student and profes-
sor advance the opportunities for mutuality. 
 
Personally, I view the opportunity to be a mentor as one who: 

ü is	  interested	  in	  developing	  another	  person's	  career	  and	  well-‐being	  
ü has	  an	  interpersonal	  as	  well	  as	  a	  professional	  relationship	  
ü advances	  the	  academic	  and	  professional	  goals	  	  
ü adjusts	  my	  style	  and	  content	  to	  differences	  in	  culture,	  ethnicity,	  gender	  and	  so	  forth	  
ü and	  shares	  through	  guidance,	  experience	  and	  expertise.	  

Effective mentoring advances the discipline and supports students for productive, distin-
guished, and ethical careers that enrich the discipline and reflect on the mentor ensuring 
the future of the discipline through research and scholarship. 
Mentoring benefits you, the student because: 

ü It	  supports	  advancement	  in	  research	  activity,	  conference	  presentations	  and	  publication,	  
and	  grant-‐writing.	  

ü You	  may	  feel	  less	  likely	  to	  be	  ambushed	  by	  the	  trials	  along	  the	  way	  given	  the	  opportuni-‐
ty	  to	  discuss,	  collaborate,	  and	  deal	  with	  the	  stressful	  or	  difficult	  periods	  of	  the	  graduate	  
experience.	  

ü Interactions	  and	  participation	  in	  collective	  activities	  support	  engagement	  in	  the	  field.	  

Mentors are rewarded in many ways, including but not limited to: 
ü You	  keep	  me	  abreast	  of	  new	  knowledge	  and	  techniques	  and	  promising	  avenues	  for	  re-‐

search.	  
ü Reputation	  from	  the	  work	  of	  current	  and/or	  former	  students	  while	  sending	  new	  schol-‐

ars	  into	  the	  field.	  
ü Helping	  you	  make	  the	  professional	  and	  personal	  connections	  that	  will	  support	  your	  suc-‐

cess	  also	  extends	  my	  own	  circle	  of	  colleagues.	  
ü You	  bring	  satisfaction	  to	  me	  personally	  by	  seeing	  you	  succeed	  -‐	  it	  is	  the	  most	  rewarding	  

success	  of	  my	  	  career.	  

In our program, where mentoring begins when you begin the dissertation process, I will 
share my thoughts particularly related to the dissertation advisement mentorship.  This 
includes the expectations of the program, my own expectations, your goals and progress 
toward completion of the dissertation and ultimately the doctoral degree.  In addition, as I 
welcome you to participate in the Digital Women's Project:  The life story of extra-
ordinary women, I welcome you as a colleague with all of the rights and responsibilities 
associated with a research team. 
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The Digital Women's Project (DWP):  The life story of extra-ordinary women 
 
Over my higher education career, I have been very interested in women and the academy.  
This interest has stemmed from my own balance of family and career, along with re-
search on mentoring, the faculty role and their scholarship development.  Additionally, as 
colleagues and graduate students have shared their own stories, their stressors, and their 
attempt to balance life, I decided to develop a project that might have the opportunity to 
provide data for a number of students interested in issues of women balancing the multi-
ple demands of career and family.  This project started in 2007 as I searched for theories 
and the current state of research on women.  Finding an article by J. Giele provided the 
basis for the current project which views women through a holistic lens of their life story. 
After an email exchange with Dr. Giele in which I received permission to use her life 
course framework in developing a project related to life-work balance, the first data col-
lection began in fall, 2009 (IRB approval, July, 2009).  The first project was to sample 
the women doctoral students entering the programs at the Graduate School of Education 
and Psychology.  Later in the fall, 2009 (IRB approval, Nov. 2009), the sampling extend-
ed to women outside of the doctoral programs and included a snowballing sample process 
where women would recommend others to participate in the project. 
 
Elizabeth Krymis was an early graduate research assistant on the project and conducted 
many of the early interviews.  Kerri Heath decided to participate in the project by inter-
viewing women and later helped in writing the questions on strategies for the study.  Oth-
ers have joined the project and will contribute to it either through interviewing, sampling 
special populations, giving voice to the multiple issues that women face.  Others will join 
in the future and add a component of their own life journey to the study. 
 
The Dissertation Process 
 
The dissertation is a process guided by a mentor.  It is an extra-ordinary experience that 
allows you to utilize your studies and frame a problem to investigate.  Participation in the 
DWP offers you the opportunity to use a database of wonderful interviews of women's 
lives.  By participation you have the opportunity to join a team of doctoral scholars that 
will support you and provide collegial support. 
 
The process of the dissertation includes the development of a research problem, the litera-
ture review, the development of the methodology, the sample, the instrument, and the 
analysis of the data.  In the DWP, you are asked to develop a problem statement that uti-
lizes the life history framework, add to the sample by interviewing 25-30 women (which 
continues to build the data base) and participate in the team meetings.  Through this pro-
cess you will experience an unusual opportunity to enhance your network. 
 



Weber, MJ & Cissna-Heath, K (2015).  Women in leadership and work-family integration.  Newcastle 

upon Tyre, UK:  Cambridge Scholars Publishing. 

Chapter Six 

Mentoring: Family and work integration 

Margaret J Weber 

Abstract 

 The chapter explores the mentoring roles which women perceive important in their life.  

Women provide examples of the mentoring roles they have received as a mentee and their own 

mentorship of others.  The findings suggest that women have more mentors that provide 

psychosocial mentoring functions than career sponsorship functions.  Many struggle to find the 

work-life balance with their career and family and want modeling and support (especially 

emotional) for their family/household lives.  A framework is proposed that adds a third function 

of mentoring – integration. 

Introduction  

Levinson, et al. (1978) is credited with the early understanding and research on 

mentoring.  His studies focused on career development of adult men.  He suggested mentoring 

was linear, exclusive, and self-perpetuating.  Newer research has focused on two primary 

functions of mentoring:  Career related support and Psychosocial.  The first is in support of 

mentees progress through their career (career advancement, coaching, and sponsorship).  The 

second function is psychosocial and supports the interpersonal aspects of the relationships and 

includes one’s sense of competence, identity and effectiveness in the role.  For women, there 

may be a third area of mentoring that would include issues of navigating family life with work 

responsibilities.  Previous studies indicate that the type of mentoring may make an important 

difference in the outcomes for the mentee (Weinberg & Lankau, 2011).  Allen, et al. (2004) 
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suggests mentoring is critical because it plays a key role in the development of mentees self 

esteem and work identity. 

The research to date has primarily focused on two areas:  outcomes for mentees or 

protégés and the other area focuses mainly on the type of mentoring functions.  A meta-analysis 

of the literature was conducted by Allen (2004) to examine career outcomes and their 

relationship with mentoring.  Allen also found that career and psychosocial mentoring were 

similar for job and career satisfaction.  Kramm (1988) had discussed the functions of mentoring 

in her seminal work over a decade earlier.  Most of the studies focus on mentee outcomes while 

some studies do focus on the impact on the mentor (Hirschfeld, Thomas & Lankau (2006). 

Mentoring as an area of study is still relatively young within the literature and even less 

has been written about women and race in relationship to mentoring.  The research is mixed in 

addressing the perception that women and minorities have difficulty both in mentoring and 

finding mentors.  Chandler, Kram & Yip (2011) looked at the antecedents to the mentoring 

relationship.  O’Brien, Biga, Kessler, & Allen (2010) investigated gender differences for 

mentoring.  No significant difference was found for the mentee experience between genders.  

However, there was a significant difference between the types of mentoring experience.  Women 

reported more psychosocial mentoring support; males experienced more career development. 

While the literature has focused primarily on these two types of mentoring:  Career and 

psychosocial, very little in the literature adds the third dimension to mentoring which supports 

work-life balance/integration issues. This area is especially critical for women who are balancing 

the issues of the home and family, along with their career aspirations.  This study explored this 

additional area of mentoring and the impact on women. 
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Research Questions 

The research questions that guided this study are as follows: 

Research Question 1:  How does the role of mentoring support women in balancing work 

and family life for career advancement? 

Research Question 2:  How do the different types of mentoring (career-related mentoring, 

psychosocial mentoring and personal integration mentoring) support women in balancing work 

and family life? 

Literature 

Kram (1985) suggests that career success can be attributed to mentoring which is usually 

ascribed to older individuals mentoring the new or younger within the organization for career 

advancement.  With the gendered nature of the workplace, specific roles and values are ascribed 

to both men and women (Valian, 1998).  Valian (2005) wanted to understand the slower pace for 

female academics across disciplines as compared to their male counterparts.  Other studies have 

similar findings (Elg & Jonnergard, 2010; Hill, Leinbaugh, Bradley, and Hazler, 2005; Hammer, 

Trepal, & Speedlin, 2014) around organizational politics and the implications for women. 

Capron (2014) found that mentoring relationships for women focused mainly on the 

psychosocial.  Mentors supported establishing priorities, roles as a supervisor or supervisee, and 

developing their voice within the organization.  Those that experienced career mentoring with 

advancement opportunities had an emphasis on coaching, supporting their development as a 

mentee for success in their current position.  When asked about the information/support they 

would like from a mentor, the women expressed the need for assistance with balancing work and 
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life.  Her findings suggest that work-life conflict is evident for women that work outside the 

home with participants feeling challenged to balance expectations for their selves and that of 

others. 

Social learning theory describes the modeling process.  Mentors serve as the role models 

for their mentees and provide knowledge and organizational socialization (Kleinman et al. 2001.  

Bandara (1985) suggests that learning in community is important for the mentor and the mentee.  

The relationship becomes reciprocal where both the mentor and mentee gain benefits.  The 

research presents the interdependent nature of an individual in relationship with another for 

growth potential and that there is power in the interdependence of one on another within an 

organization. 

Today, there is a distinction being made between mentors (those that advise others) and 

sponsors (those that use their influence to advocate) (Ibarra, Carter, & Silva, 2010).  The studies 

suggest that males have more sponsorships and females have more mentors or none at all.  

Sponsorship fits the first category of mentoring, that of career achievement where there is 

advocacy.  The area of mentorship that many females receive is in the second category, that of 

psycho-social – support within the organization for navigation. 

Sandberg (2013) suggests that we need to be telling women “Excel and you will get a 

mentor” rather and “get a mentor and you will excel” comparing it to the idea of the prince on 

the while horse that comes riding in to capture you and you will live happily ever after.  There is 

a reciprocal nature to the mentoring relationship.  Mentees receive assistance, however, mentors 

benefit with a sense of fulfillment and pride.  Therefore, if you are exceling you will attract high 

performers within the organization who will have a sense of pride in your development. 
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Mentoring relationships change over time, as the mentee is moving through their career 

and their family life stages. Life course theory suggests that through time, culture… mentor roles 

and mentee needs change.  In this framework, individuals are interacting with the organization 

and as both face change over time, mentoring relationships must change as well, so there will be 

no one single mentor over the life of an individual.  Life course research illustrates the 

importance of human agency and the bidirectional relationship between the individuals and their 

settings (Giele & Elder, 1998).   

Very little attention has been given to the role of mentoring in work – life integration (the 

personal side of life).  Women have differing levels of work – life balance and conflict, yet this 

“softer” side of mentoring is relative new.  It raises the question in leadership development to 

whether women prefer more balance in their lives for both their professional and personal lives; 

so do not seek mentorship for familial support.  Or are women concerned about the professional 

consequences of expressing need for mentoring for the private side of their lives? If men who are 

in the leadership positions primarily mentor women, is it more about achievement in their lives? 

How would it change the mentorship to provide mentorship on the importance of one’s personal 

or private issues in life with work integration?  

Method  

In qualitative research, the question often begins with how or what to describe the 

phenomenon that is ongoing within an individual within a social context.  The intent is to 

understand each individual case within their natural setting with a detailed view of the 

information gathered.  With understanding the way in which women mentor and how they were 

mentored, a qualitative approach helped to probe these issues.  The qualitative approach allows 
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the researcher to play an active role in telling the story from the participants' perspective and 

does not pass judgment on the participants. 

This phenomenological study began with the philosophical ideas about the themes to be 

studied.  In this case, the themes to be studied are identity, relational style, motivation and 

adaptive style and are applied to the concept of mentorship. The researcher makes meaning of 

the participants' experiences through a careful and detailed analysis. 

The narrative the women provided allowed for a deeper understanding of the dynamics 

that shaped their life, both through the family and their professions.  These life stories were rich 

in detail because they covered the social issues of the time, along with the individual life.  Kohli 

(1981) suggests that the subjectivity which gives a view of life “from within” and the narrative 

form adds the dimension of change over time. The women provided insights from those early 

childhood years to the present and wishful ideas for mentoring both for themselves and for 

others. The concern is with the individual and the way in which they employ narratives to 

develop a sense of person unity and purpose across their life.  It resonates with this study to view 

the perceptions of the roles of mentors in an individual’s life story. 

Sample –The women in this study represented a subsample from the original.  They 

represented a cross sample of geographical locations, racial/ethnic diversity, age ranges, socio-

economic levels and many different occupations.  Therefore, they were an excellent population 

to sample. This study randomly sampled the population of 300 participants for a total of 50 

subjects. 

These women ranged in age from 32 to 79 and are in occupations that were very diverse 

(professors, corporate leadership, non-profit management, church leadership, law partner, to 
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name a few).  The sample includes women of many racial/ethnic groups, social class, 

geographical location and marital/parental status.  Of the sample, approximately 68% are married 

with children, 18% were single or divorced or widowed, and with the rest of the sample 

uncategorized.   

Instrument - The semi-structured set of questions served as the instrument that which 

followed the general four questions from the Giele (2008) study, along with the socio-

demographic set of questions.  The additional question focused on strategies for coping with 

balancing life activities. The specific questions for the in-depth interviews are detailed in Chapter 

2.  Specifically for this mentoring study, particular attention was given to Questions 1, 3, and 5. 

Data Coding and analysis 

Coding – all transcripts were read for any reference to mentors, both those that had been 

mentored and those that were mentoring others.  These references were coded using NVivo, a 

qualitative software for identifying patterns, themes, similarities and differences among the 

women interviewees.  Once the themes were identified, then the respondents’ concepts were 

categorized into three areas:  career-related (sponsorship, exposure, achievement, advancement) 

mentoring, psychosocial (competence, identity and effectiveness, work environment) mentoring 

and personal integration (work and family time, support for family and self) mentoring. 

Findings  

There were many statements about mentoring throughout the interviews.  In many of the 

transcripts there were comments such as, “I wish I had a mentor” or “I want to be a really good 

mentor and help others with issues that would have been helpful to me.”  Reflections on 

mentoring suggest that women want a mentor, sometimes do not know how to find a mentor, and 
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wish to mentor others.  Many particularly mentioned their family members both as mentors and 

wanting to mentor family members to better prepare them for the world of work and life.   

For the transcripts reviewed in this sample, the primary role of mentors served in the 

psychosocial arena.  They supported the women at work, helped them navigate the environment, 

and provided encouragement.  This is consistent with the research literature that suggests women 

seek and are provided with supportive and appreciate mentoring by others, including both male 

and female mentors (Okawa, 2002). 

Career (sponsorship and advocacy) 

Mentorship is defined by Kram (1985) as sponsorship, exposure, visibility, coaching, and 

protection.  Some of the participants in this study talked about the career mentorship they 

received. 

Amy said that senior employees had been in the organization for many 

years, yet I didn’t advocate to get a mentor – I regret not doing that.   

The implication is that there were many available to support her sponsorship and advocacy, yet 

she was the one who had to advocate for herself. 

Lauren indicated that she had great mentors along the way. They boosted 

me up or encouraged me to take on different jobs that I didn’t think I 

could do.  Yet as I took on those challenges it brought me a lot of pride 

and confidence building over the years.   

Lauren suggests that she would not pursue certain opportunities without the encouragement of a 

mentor for her career.  She is suggesting that she did not have the confidence to move forward.  

Yet, once she did take on new opportunities, she apparently did well and felt a lot of pride in her 



Weber, MJ & Cissna-Heath, K (2015).  Women in leadership and work-family integration.  Newcastle 

upon Tyre, UK:  Cambridge Scholars Publishing. 

work.  This is consistent with the research, which suggests that women want to be sure they are 

100% prepared for a position before applying.  Confidence is critical for the next step. 

Molly said that I had mentors throughout my career; there may have 

been co-workers, senior level people who’s taken an interest in me and 

tried to help me.  She adds that the main thing has been the slow growth, 

and lack of opportunities. 

Although Molly had mentors that took an interest, it would appear that they did not actively 

sponsor her and advocate for her to advance in her career. 

Lou stated that as a leader I have tried to share my experiences along the 

way with those colleagues because I have found that was the most 

beneficial to me as I was growing as a professional.  I liked having the 

ability to go to someone and not be judged, I just learned all I could learn 

from them and be in a safe environment, so I try to provide that same 

level of comfort to mentees that I mentor. 

Lou spoke both as a mentor and also shared her experiences as a mentee.  Now that she is in a 

position to mentor, she likes to support her staff, help them grow and learn in a safe environment.  

In this context, she is also providing psychosocial mentoring, providing comfort. 

Nancy said that I want to be improving; a mentor in the short term could 

be helpful.  She could help me build my resume, so I am prepared for the 

next step.  I need to continue evolving, continue learning, and continue 

to learn from those around me. 

Nancy recognizes how a mentor could help her in her career.  She is thinking that short term a 

mentor could be a great support.  Many women express similar sentiments to Nancy, they want a 

mentor that will help them build their resumes and prepare them for the next step.  However, 

they indicate that it is difficult to find a mentor. 



Weber, MJ & Cissna-Heath, K (2015).  Women in leadership and work-family integration.  Newcastle 

upon Tyre, UK:  Cambridge Scholars Publishing. 

                      Guida said that I haven’t had the one-on-one mentoring. 

From the comments above, career mentorship takes many forms.  These interviewees indicated 

that support in a safe environment, encouragement were essential for their career advancement.  

As a couple indicated they did not individual mentoring, but would have liked that one on one 

support for their careers.   

Psychosocial Mentoring 

The psychosocial mentoring function is critical for social learning within the organization.  Manz 

& Sims (1981) suggest that modeling by senior leaders in an organization allows individuals to 

vicariously learn.  Mentees develop an understanding of professional competence and self-

esteem (the idea that I can do it) through social learning.  The psychosocial mentoring may occur 

through friendship, counseling, and peer support.  Often psychosocial mentoring may be more 

about satisfaction then career success. 

Kamen said that I had a great mentor, several really.  A professor that I 

had during undergraduate, then again in graduate school was a great 

mentor and got me through the master’s program.  She helped me 

navigate the political competitiveness of the academic setting.  She has 

written recommendations for me over the years.  These mentors taught 

me finesse and politics.  You have to learn these types of things from 

mentors, no books can teach you.   

Amy said “I had professional mentors, and then my grandmother and 

aunt.  Those that invest in you, they care about you, and are helpful as 

you go through life and professional positions.” 
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Lynda shared a poignant comment - my older sister who was a mentor 

and encourager who died in the prime of her life so left a big hole in my 

life.  I never really found a mentor that supported me in the same way. 

June said that some professors in undergrad really helped me solidify my 

goals. 

Kamen, Amy, Lynda, and June all shared about mentors that were either family members or 

professors.  These mentors were all invested in the success of each of these women and cared 

about them in a deep, loving, caring manner.  Research suggests that many women do turn to 

their family, friends or college professors for mentorship.  They believe that they have an 

invested interest in their success so feel comfortable in seeking their support.  There is an 

acceptance and confirmation of their identity and the fear of failure or rejection is less with 

family and friends.  Patton (2009) says that support systems may be more important for 

guidance, strength, and encouragement, particularly in settings that may feel foreign or 

unfriendly.  She is speaking particularly about women of color, but it may also apply to any 

women in the workplace. 

Beverly said that people approach me and share about their personal 

lives, they confide in me – they see me as a positive person at work.  I 

feel that I mentor, I love to share ideas, make it easier for anybody to 

handle a situation. 

Hilda said that her role was in coaching, mentoring and motivating 

people. 

Beverly and Hilda recognize the need for psychosocial support in the work place.  They provide 

important support both professionally and personally.  It seems that people at work approach 

them for support and as confidants.   
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Fran said that a manager at work listened to me when I reached the 

breaking point.  I told him that I wished I could work from home – he 

said “well why don’t you ask, the worst thing that could happen is that 

they’ll say no. Give it a shot!”  So he gave me the push and motivation.  

I did submit a memo to my supervisor, who sent it to her supervisor – 

and they approved.  It helped me juggle both work and home life. 

Fran did not approach her own manager for support when her family situation was overwhelming 

her at work.   Instead, she approached another manager who would listen to her.  This manager 

did listen and encouraged her to ask.  Without his support, the outcome might have looked 

different.   

Lona said that I love to learn from people, it helps me make better 

decisions, and I like to help other people, that creates a bond with me and 

others at work – collegial mentoring. 

Emma revealed that I have had a lot of different what I call mentors.  I 

have built relationships and continued to keep those relationships.  They 

have guided me in my career, but they are also my friends. 

These women are illustrating the concept of social learning theory.  They learn from others, build 

relationships with them that help them navigate work and support their careers.  In both cases, 

friendships formed and colleagues mentored each other. 

Sonya said that I would like to get a mentor, somebody that I could trust 

that I could look up to and be honest with.  It is really hard to find 

somebody when you’re involved in your everyday job.  I am so involved 

in my work that I just don’t have time. 

Sonya illustrates the desire and need for a mentor, yet the time involvement commitment for 

utilizing a mentor.  Women do express the time constraint as a major limitation in their won 
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success and if time is important in mentoring, it may explain the inability to find and enjoy a 

mentoring relationship. 

Psychosocial mentoring seems to be the main form of mentoring for the women in this 

study.  This is consistent with the recent media reports that suggest women need sponsors (career 

mentoring) to succeed and flourish in their careers.  The reports say that men have had sponsors 

and it explains why they have been more successful in reaching the top CEO roles in major 

companies.  However, when women report the type of mentoring function they have 

experienced, they report psychosocial – the supportive, emotional connections – that provide 

navigation through their work environments. 

Personal, private mentoring 

 There is little to no research that discusses the role of personal, private mentoring.  This is 

an important area of mentoring to support women and men in the workplace and in their home 

life.  Women carry the extra shift with the major burden of the home after a day of work.  This 

may leave them physically and emotionally exhausted.  Some of the interviewees from this study 

indicated that to attend their child’s tennis match, they would say they had a meeting off work 

site.  They felt that admitting they were leaving for a child’s activities would not be respected.  

Yet, they felt that men who left work for their child’s activities were celebrated.  This places 

women in a double bind.  They must be totally focused on their work at the organization (and 

often carry it home) without any admission that they also have a family.   

As Mary Ann said, I am at a disadvantage, I have to pick up my son after 

work.  So I don’t join the informal conversation that continues over 

drinks among the males.  Will I be remembered and considered for 

promotions if I can’t be present?  
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Debra said that I want to mentor my family and my grandchildren. 

Maggie said that helping my children create their own lives and their 

own families and watch out for them and be a mentor, helping others 

with service. 

Debra and Maggie want to provide the mentoring for their own families and especially their 

children and grandchildren to help them be active, successful participants in society.  Both of 

these women were near retirement and felt they did not have the support from their families and 

external colleagues in their own lives to be as successful as they envisioned. 

Fran says that a manager at work listened to me when I reached the 

breaking point.  I told him that I wished I could work from home – he 

said “well why don’t you ask, the worst thing that could happen is that 

they’ll say no. Give it a shot!”  So he gave me the push and motivation.  

I did submit a memo to my supervisor, who sent it to her supervisor – 

and they approved.  It helped me juggle both work and home life. 

Fran’s quote was utilized for psychosocial mentoring, yet also illustrates the need for someone to 

provide mentoring support for juggling home and work life.  There is almost no research that 

discusses the need for women to have mentoring support to manage their personal, family life 

with their work role.  This seems to be considered the “soft” issues that we just expect women to 

understand and be able to manage.  As Quinlan (1999) says, “women often have different needs 

and concerns from their male counterparts….”.  Men rely on their significant other to provide the 

support for the home and family, while women are providing the support for the home/family 

and working fulltime as well. 

Denise said that her grandmother and aunt ran a business and still 

managed the family.  They kept everyone together and connected.  They 

were a great example for me.   
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Role modeling by a grandmother and mother provided an example for Denise as she worked to 

manage her home life and her career.  However, many women do not have mothers that had a 

career.  Women may have worked in a secretarial role and did not have visions of advancement 

or the culture disallowed these visions.  Role models in the work place in leadership roles are 

still limited and one rarely sees the dual role of work and family (the background of what it takes 

to manage both). 

Shaunte said that I am able to have my career, along with my husband 

having an important career through hiring support.  I have a nanny and 

someone that supports my household needs.  At first, I was bothered with 

hiring outside help because I didn’t see others in my organization with 

help.  It was the only way I could manage. 

Lucille said that it was a tough family time when I already had a baby, 

then I learned I was pregnant again, I wasn’t sure if I should continue my 

MBA and continue to work.  There was little support or help available to 

support me in the decision. 

Shaunte and Lucille are illustrating the lack of modeling, mentoring to support the dual roles of 

family and work.  This is an area that needs more exploration in the research yet is often lacking 

in the research, the emphasis has been on career advancement and promotion to the leading 

leadership roles. 

 From these interviews, it seems that family, as a part of life is problematic for the career.  

The women indicate the need to have mentors that would provide support for them in balancing 

or integrating family and work.  The women shared emotional stories of both mentors within 

their own families and then their need to be deceitful to be able to participate in their children’s 

activities. 
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Discussion  

 Research over several decades has suggested that there are benefits associated with 

mentoring for mentees (Levinson, et al, 1978; Kram, 1985; Allen, et al, 2004).  Much of the 

research has focused on the career advancement of males.  In recent years, there is increasing 

research on mentoring and females.  Sandberg (2013) has given recent media attention to the 

need for sponsors for women if they wish to advance in their careers.  The current qualitative 

study shares women’s perceptions of their mentoring relationships and the way in which they 

mentor. 

 The two functional areas of career and psychosocial that have consistently been 

researched were used for categorizing the responses.  Most of the responses suggested that their 

mentoring relationships were in the psychosocial functional area.  The women indicated some 

sponsorship – career mentoring or the desire for such mentoring.  Several women also indicated 

the need for support in their work – family life balance, so an additional functional area of 

personal/private was added. 

 Patton (2009) suggests that women may need several mentors over their life because of 

the numerous roles they play at work and home.  The women in this project also indicated the 

need for mentors at different stages in their lives.  One suggested that a different mentor each 

year would be helpful.  Although this study did not consider the gender or race of the mentor, 

Patton suggests that sometimes males “the others” can be general mentors for one entering their 

career, but may not provide the strong need to connect “emotionally”.  Okawa (2002) suggests 

that cultural similarity is significant in mentoring.  This may explain why many women in this 
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study mentioned their family members as mentors and role models; there is a comfort level of 

familiarity.  This may suggest that the mentoring relationship needs to be contextual in nature. 

 Life experiences for an individual changes their need for mentoring relationships as their 

family grows and develops, the individual achieves and advances in their career, personal and 

peer relationships change, and one’s identity changes through their own growth and 

development.  Given the number of research studies that found a relationship between mentored 

versus non-mentored individuals, it is important to further understand the role of gender in 

mentoring, as well as, the role of mentors in socialization, career advancement and success.   

Given that women comprise over 50% of the work force yet hold less than 15% of the leadership 

positions in Fortune 500 companies, mentoring functions may continue to be elusive to many 

women. 

Implications and Conclusions 

A theoretical framework for the continued study of mentoring especially for women is 

proposed.  The framework utilizes the current functions of career and psychosocial mentoring 

and adds a third function, that of balance or integration.  See figure 1. 

Figure 1 about here 

 

 The addition of the third function of mentoring  (integration) is important to consider as a 

gendered concept of the world of work.  Integration represents the multiple roles of the 

individual and refers to the roles outside of the workplace environment.  It includes the family, 

which might be spouse or significant other, children, siblings, older parents, or care taking roles; 
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the household, which includes the activities for caring for a home; and reflective time (personal, 

self-care and spiritual).  With this additional function, career success and satisfaction would be 

integrated into one’s life space. 
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On July 14, 2009, President Obama announced 
the American Graduation Initiative, which 

detailed the President’s goal for the United States 
to have the highest rate of college graduates in the 
world by 2020. The plan outlined federal govern-
ment initiatives (in the form of economic assis-
tance) that aim to increase graduation rates from 
US colleges and universities. Although having 
financial resources is a necessity for attending col-
lege, data indicate that financial incentives alone 
will not increase graduation rates. For instance, 
data from a recently published study (National 
Center for Education Statistics [NCES], 2011) 
revealed that the 4-year graduation rate for first-
time post-secondary students was 36.4% in 2010, 
and the number was lower for African American 
(20.4%) and Hispanic students (26.4%). The 
data suggest that in addition to financial capital, 
students also need other forms of social support 
or social capital such as networking, institutional 
knowledge, and academic knowledge in order to 
successfully graduate from college. A number of 
studies have revealed that mentoring programs 
can be instrumental in helping students gain 
access to that social capital (Smith, 2009).

The concept of mentoring, both formal and 
informal (planned and unplanned), is a prac-
tice that is as old as humankind. The practice of 

formal (planned) mentoring dates back to Greek 
 mythology when Athena, ‘the goddess of wisdom 
and skill, came to earth and took the form of a man, 
Mentor, to assist a young man facing perceived dif-
ficulties’ (Bruce, 1995, p. 139). Since then,  formal 
mentoring practices have been adopted in a num-
ber of settings, and Hopkins (2005) has suggested 
that ‘mentoring has been shown to be one of the 
most beneficial aspects of successful careers in busi-
ness, industry, and education’ (p. 40).

Although there is not a standard definition of 
mentoring, much research has been conducted 
to study the general benefits of mentoring as it 
occurs in the educational setting. For example, 
research by Galbraith and Cohen (1995) showed 
that mentoring can help ease the culture shock 
that first-generation college students face as they 
transition into higher education. At the graduate 
level, LeCluyse, Tollefson, and Borgers (1985) 
found a positive relationship between mentoring 
and the rate of involvement in professional activi-
ties for women graduate students. Cronan-Hillix, 
Gensheimer, Cronan-Hillix, and Davidson 
(1986) indicated that psychology graduate stu-
dents who reported having a mentor evidenced 
higher grades, engaged in more scholarly research 
activities, and produced more publications 
than did students who did not have mentors. 

Development of the perceptions of mentoring relationships survey:  
A mixed methods approach

Sandra M HarriS

College of Social and Behavioral Sciences, Walden University, Minneapolis, MN, USA

Abstract: This paper reports the development and construct-related validity of the Perceptions of Mentoring 
Relationships Survey (PMRS). I used a sequential, exploratory, mixed methods design to develop the survey. Multistage 
purposeful sampling was used to recruit participants from a small southeastern university. I used open-ended questions in 
Study 1 to obtain participants’ perceptions of mentors’ and mentees’ roles in mentoring relationships and to obtain their 
perceptions of the benefits of mentoring relationships. Results led to the development of a 24-item instrument. I assessed 
the score reliability and construct-related validity of the PMRS in Study 2. Results showed that scores from the instrument 
yielded coefficient alphas that ranged from 0.81–0.92. Results from an exploratory factor analysis revealed that the a priori 
three-factor structure accounted for 52.18% of variance in the data. Results revealed that the PMRS is a construct-related 
valid instrument that reliably generates data regarding individual perceptions of mentoring relationships.

Keywords: perceptions mentoring relationships, assessing mentoring relationships
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a sense of empowerment and capability in those 
being mentored.

Although much of the literature has focused 
on the mentor’s role in the process, Bruce (1995) 
articulated some of the mentee’s responsibilities. 
She concluded that among other things, men-
tees must be willing to seek advice and they must 
actively seek a mentor. She advocated that men-
tees should be willing to seek multiple mentors in 
order to obtain multiple perspectives to issues. In 
addition, mentees must be willing to accept good 
advice and refuse bad advice. She further advo-
cated that mentees should be willing to use mul-
tiple modes of communicating with a mentor, to 
include the use of the telephone, email, and the 
Internet.

To a large degree the outcome of a mentoring 
relationship will be shaped by the perceptions 
and expectations that individuals have regard-
ing such relationships. Because perceptions 
influence expectations, the degree to which a 
participant’s expectations of a mentoring rela-
tionship are fulfilled will affect the degree of 
satisfaction gained from such relationship. 
Results from a study (Young & Perrewe, 2004) 
of doctoral student protégés and faculty men-
tors showed a ‘positive relationship between 
expectations of mentoring support and percep-
tions of mentoring support’ (p. 103). In another 
study, Campbell and Campbell (2000) investi-
gated protégé and mentor perceptions of the 
benefits of and potential problems in mentoring 
relationships. Results from this study indicated 
that although protégés and mentors were simi-
lar in their perceptions regarding the potential 
benefits to protégés, the two groups contained 
disparate views regarding the potential benefits 
to mentors. The findings also revealed that the 
two groups held differing perceptions of the 
potential problems of mentoring relationships. 
Raabe and Beehr (2003) found similar results 
in two companies that offered formal mentor-
ing programs. These researchers used parallel 
surveys (i.e., the surveys measured the same 
aspects of the mentoring relationships for each 
member of the dyad using the same questions) 
to gather information from 61 mentee– mentor 
dyads to assess perceptions regarding career 

Additionally, Merriam and Thomas (1986) pre-
sented data from interviews in which 19 out of 20 
community college presidents attributed part of 
their success to having had a mentoring relation-
ship in graduate school.

The benefits of mentoring also have been 
associated with certain measures of success at the 
undergraduate level. Ross-Thomas and Bryant 
(1994) reported the success of a community-
mentoring program that increased the retention 
rate and decreased the probation rate of under-
graduate students at a southern university. In 
addition to providing specific benefits, mentoring 
is associated with general outcomes such as pro-
viding psychological support and encouragement 
(Bruce, 1995; Hopkins, 2005), as well as provid-
ing career guidance and development (Bruce, 
1995; Hopkins, 2005; Wilde & Schau, 1991).

In studying the benefits of mentoring, one 
must also take into account the mentor’s role in 
the process and how that role affects the outcomes 
of mentoring. In general, ‘A mentor’s role is to 
promote intentional learning that includes devel-
oping people’s capabilities through instructing, 
coaching, modeling, advising, as well as providing 
stretching experiences’ (Kaye & Jacobson, 1996, 
p. 44). Within the framework of this definition, 
one will find that in the educational setting, the 
mentor assumes multiple roles. These roles tend to 
be clustered into three general categories: (a) per-
sonal support; (b) professional development; and 
(c) role modeling (Hopkins, 2005; Jacobi, 1991; 
Raabe & Beehr, 2003). The category of personal 
support includes behaviors such as providing 
encouragement, offering emotional support, and 
providing psychological support such as coaching 
mentees in developing self-awareness, self-esteem, 
and self-respect (Bruce, 1995; Haring, 1999; 
Hopkins, 2005). The category of professional 
development activities includes behaviors such as 
teaching, coaching, providing academic and pro-
fessional advice, and sharing knowledge and expe-
rience (Haring, 1999; Hopkins, 2005; Moss & 
Debres, 1999; Wilson, 2001; Wilson, Valentine, 
& Pereira, 2002). In the context of role modeling, 
mentors provide visual images of individuals who 
have successfully completed the journey through 
higher education. These visual images promote 
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actions, attitudes, and behavioral responses to 
issues (Balogun & Okurame, 2011).

Mentoring is an interactive, social process by 
which protégés observe and imitate behaviors that 
they observe (Bandura, 1977). Mentors can be a 
fundamental source for helping students grow 
and develop in the college environment. They 
can serve as socializing agents who assist stu-
dents in learning how to navigate the demands 
of higher education by sharing their knowledge, 
wisdom, and experiences in higher education 
(Smith, 2009). Protégés can learn to be success-
ful in higher education by observing, questioning, 
and imitating the behavior of successful mentors.

PurPose of study

Because of the potential problems posed by dif-
fering perceptions of the mentoring relationship, 
researchers advocate the importance of assess-
ing perceptions at the beginning of a mentoring 
process (Campbell & Campbell, 2000; Young 
& Perrewe, 2004). Further, because of the wide-
ranging perceptions of the mentoring relation-
ship, Rose (2003) advocated the use of a formal 
assessment that could be administered to both 
members of the mentoring dyad. This assessment 
could be used to lay a foundation for developing 
and managing expectations regarding the process 
and outcomes of the mentoring process.

The purpose of this study is to report the 
development and validation of an instrument 
designed to measure individual perceptions of 
the mentoring relationship. My primary purpose 
of this article was to focus on instrument  fidelity 
as the construct pertains to the Perceptions 
of Mentoring Relationships Survey (PMRS). 
Instrument fidelity refers to the processes that 
a researcher uses to develop a new instrument 
(Collins, Onwuegbuzie, & Sutton, 2006). As a 
new instrument, fidelity is a key issue in assessing 
the utility of the PMRS. To achieve that fidel-
ity, research must be presented regarding the 
reliability of scores generated by the instrument. 
Evidence of the content- and construct-related 
validity of the instrument also must be presented 
(Cohen & Swerdlik, 2005). Thus, this article 
presents the steps that were taken to achieve 
instrument fidelity for the PMRS.

development, psychosocial support, and role 
modeling. Results showed that there:

was no evidence that the mentoring relationships 
were perceived in the same way by the two mem-
bers of the mentor-mentee dyads. Even though well-
established and behaviorally based measures were 
used, it seems as if mentors and mentees can have 
a very different assessment of the relationship they 
engage in. (p. 280)

theoretical foundation

Mentoring is a social process where one person 
(the protégé) sets about intentionally to learn 
from another (the mentor). Therefore, social 
learning theory was an appropriate theoretical 
foundation for this study. Social learning theory 
posits that learning is an interactive process that 
is influenced by individuals, society, and culture 
(Pransky & Bailey, 2003). People are social crea-
tures and they tend to grow and to develop more 
efficiently through social interactions with oth-
ers (Woo & Reeves, 2007). Mentoring relation-
ships provide protégés opportunities to develop 
social contacts, to acquire work patterns, and 
to develop personal efficacy for success through 
personal interaction with a mentor. Typically, a 
mentor would be someone who has experienced 
a phenomenon of interest and, in turn, serves 
as a resource for others who experience those 
phenomena.

Bandura’s (1977) social learning theory is par-
ticularly relevant for this study because the theory 
posits that people learn from one another through 
modeling, observation, and imitation. Modeling 
is a technique in social learning that is used to 
guide people’s actions and also to make the learn-
ing process less time consuming and less labori-
ous (Balogun & Okurame, 2011). As role models, 
mentors exhibit behaviors that are needed to 
achieve success at a given task, and they impart 
knowledge on how to succeed in life. Through 
the role modeling function, mentors also allow 
protégés to ask questions about what they have 
seen the mentor do (Balogun & Okurame, 2011). 
Mentors then provide feedback and clarification 
for behaviors that are questioned. Through active, 
reciprocal engagement, protégés learn from their 
mentors and they come to adopt their mentors’ 



Sandra M Harris  © eContent Management Pty Ltd

INTERNATIONAL JOURNAL OF MULTIPLE RESEARCH APPROACHES Volume 7, Issue 1, April 201386

relationships in higher education. Those three 
subquestions are presented below:
1. What is the mentor’s role in a mentoring 

relationship?
2. What is the mentee’s role in a mentoring 

relationship?
3. What are the benefits of a mentoring 

relationship?

Participants
Participants were 43 students from a southeast-
ern university that serves the needs of nontra-
ditional college students. The university serves 
nontraditional students by offering classes dur-
ing nontraditional instructional hours such as 
after 5:00 p.m. and on weekends. Regarding the 
demographic data, 57% of the respondents were 
seniors, 35% were freshmen, 5% were juniors, 
and 3% were sophomores. Regarding college 
major, 61% of the respondents were psychology 
majors. Regarding gender, 78% of the respon-
dents were female. Concerning age, 26% of the 
respondents reported being in the 21–25 year 
age range, 9% indicated the 26–30 year category, 
9% indicated the 30–35 year category 28% chose 
the 36–40 year category, and 28% indicated the 
41 years and over category. With respect to eth-
nicity, the sample was balanced between Whites 
(51%) and Blacks (49%). The sample size of 43 
participants was considered adequate for proceed-
ing with the qualitative data analysis based on the 
recommendation of 5–25 participants for qualita-
tive research (Creswell, 1998).

Procedures
Participants were recruited through course instruc-
tors. Participation in the study was voluntary, and 
participants were assured that their confidentiality 
and privacy would be protected. Survey packets 
which contained a letter that described the study, 
the informed consent, a future interest form that 
assessed interest in participating in additional 
research, and an open-ended questionnaire were 
distributed in class. Participants completed the 
questionnaires in class. These participants were 
granted extra credit for returning completed 
questionnaires. Participant names were included 
on the informed consent statements, but not on 

Method

I used a sequential, exploratory, mixed methods 
design to develop the PMRS. Several research-
ers (Collins, Onwuegbuzie, & Sutton, 2006; 
Creswell, 2009) indicate that this research method 
is particularly useful for developing and validating 
new instruments. Development and validation of 
the PMRS occurred over the span of two studies. 
Study 1 was a qualitative study wherein a survey 
was used to obtain participants’ perceptions of 
mentoring relationships. The survey was com-
posed of three open-ended questions. Results from 
Study 1 were used to develop a 24-item survey, 
namely, the PMRS. A sample of items from the 
PMRS are presented in Table A1 in the appendix. 
Study 2 assessed the reliability of scores obtained 
by the 24-item survey and the construct-related 
validity of the PMRS. Multistage, purposeful 
sampling was used to recruit participants for the 
studies. This sampling procedure was appropriate 
because I used two purposeful samples of par-
ticipants from the same setting on two different 
occasions (Collins, Onwuegbuzie, & Jiao, 2006). 
Detailed results from each of the studies are pre-
sented in the paragraphs that follow.

study 1
The purpose of Study 1 was to gather qualitative 
data on students’ perceptions of mentoring rela-
tionships. A qualitative approach is appropriate 
when the goal is to investigate the human experi-
ence with the intent of establishing patterns and 
relationships across responses (Creswell, 2009; 
Leedy & Ormrod, 2001). The recommended 
sample size for qualitative studies depends upon 
the research design (Onwuegbuzie & Leech, 
2007). For qualitative studies using phenom-
enology, the recommended sample size is 5–25 
participants (Creswell, 1998). I concluded that 
a minimum of 25 participants were needed to 
achieve saturation in the responses.

Research questions
This research was guided by the overarching 
question: ‘what are college students’ perceptions 
of mentoring relationships in higher education?’ 
I developed three subquestions to gather informa-
tion on college students’ perceptions of mentoring 
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& Leech, 2005). I first transformed the themes by 
assigning a number to each. Then, I used SPSS 
to generate frequency counts for the themes. The 
frequency counts then were converted to percent-
ages to yield frequency effect sizes for the obtained 
results (Onwuegbuzie, 2003). A summary of the 
results is presented in the following paragraphs.

results and discussion

Mentor’s role
A total of 85 responses were recorded for this 
item. The frequency effect size revealed that seven 
prevalent themes emerged from the data. The 
most frequently occurring themes, respectively, 
were: providing encouragement (28.2%); provid-
ing guidance (18.8%); advising mentees (11.8%); 
teaching mentees (10.6%); listening to mentees 
(7.1%); being a role model (5.9%); and provid-
ing support (3.5%). The remaining responses 
(14.1%) were varied in nature and consisted of 
singular responses. I used results from the fre-
quency effect size analysis to develop the Mentor’s 
Role Scale of the PMRS. The scale contained 
seven items that reflected each of the prevailing 
themes. Results from the data analysis confirmed 
other research which suggested that roles fulfilled 
by mentors cluster into the general categories 
of personal support, professional development, 
and role modeling (Bruce, 1995; Haring, 1999; 
Jacobi, 1991; Moss & Debres, 1999).

Mentee’s role
A total of 65 open-ended comments were given to 
this item. The frequency effect size revealed that 
eight prevalent themes emerged from the data. 
The top four themes were: listening (20%); ques-
tioning (10.8%); following advice (10.8%); and 
accepting suggestions (9.2%). Learning and open-
ness tied for fifth place (7.7%). Themes pertain-
ing to communication and understanding were 
tied for seventh place (3.1% each). The remain-
ing responses (27.7%) were responses with only 
a single count. I used results from the frequency 
effect size analysis to develop the Mentee’s Role 
Scale of the PMRS. The scale contained eight 
items that reflected each of the eight prevailing 
themes. Results obtained from the TCA analysis 
regarding the participants’ perceptions of the role 

the completed questionnaires. The consent state-
ments were used as source documents for award-
ing participants extra credit. The future interest 
form asked if participants would be willing to be 
contacted personally to participate in a follow-up 
interview for the study. The form asked partici-
pants to provide their names and contact informa-
tion (such as telephone number or email address) 
if they were willing to participate. Fifteen partici-
pants agreed to participate in the interview. The 
survey packets for the 15 participants were coded 
with numbers. These numbers were assigned to 
the data entered in SPSS.

Once the researcher received the survey pack-
ets, the consent forms were separated from the 
completed questionnaires. A list of names of 
those who returned questionnaires were returned 
to course instructors so that participants could 
receive extra credit. No individually identifying 
information was recorded on the questionnaires. 
All responses were entered into the computer pro-
gram SPSS for data coding and statistical analysis. 
However, no personally identifying information 
was entered in SPSS. Further, only aggregated 
data were analyzed and reported in the findings.

Instrument
The instrument used in Study 1 consisted of a 
questionnaire that contained three open-ended 
questions that addressed participants’ percep-
tions of the benefits of mentoring relationships 
(Galbraith & Cohen, 1995; Gunn, 1995; Jacobi, 
1991), the role of mentors in mentoring rela-
tionships (Bruce, 1995; Haring, 1999; Hopkins, 
2005; Moss & Debres, 1999; Wilson, 2001; 
Wilson et al., 2002), and the role of mentees in 
the mentoring relationship (Bruce, 1995).

I accomplished the qualitative data analysis 
in several phases. First, all responses to the open-
ended items were entered into SPSS. Next, a 
 thematic content analysis (TCA) was conducted 
to determine underlying or unifying themes in 
the responses. TCA is a procedure that ‘examines 
the presence of text for themes’ (Brandt, Dawes, 
Africa, & Swartz, 2004, p. 265). After the TCA 
was conducted, I quantitized the data in order 
to aid the interpretation of the results (Collins, 
Onwuegbuzie, & Jiao, 2006; Onwuegbuzie  
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constructs of interest. Each  participant responded 
that the items appeared to measure what they 
were intended to measure. Thus, member check-
ing also provided evidence of the face validity 
of items contained on the PMRS (Kaplan & 
Saccuzzo, 2009).

conclusion

Quantitizing the qualitative data obtained from 
the open-ended survey items in Study 1 was 
instrumental in developing the 24-item PMRS. 
A review of the frequency effect size data indi-
cated that the survey contained items that cap-
tured the prevailing themes from the participant’s 
responses. In addition, the findings validated 
previous research that outlined the mentor’s 
role, the  mentee’s role, and the benefits of men-
toring relationships. This process of member 
checking provided evidence of the credibility of 
my interpretations of participants’ responses to 
the open-ended questionnaire (Creswell, 2009; 
Trochim & Donelly, 2007). And it also provided 
evidence of the face validity of items contained 
on the PMRS (Kaplan & Saccuzzo, 2009). The 
next step in procedure in determining instrument 
fidelity necessitated that the psychometric proper-
ties of the PMRS be evaluated through statistical 
procedures.

Study 2
When developing a new instrument the developer 
must provide evidence regarding the psychomet-
ric properties of that instrument. At a minimum, 
the researcher must provide evidence regarding 
the score reliability and construct-related valid-
ity of the instrument (Kaplan & Saccuzzo, 2009). 
Thus, the purpose of the second, quantitative, 
survey-based study was to assess the psychometric 
properties of data collected by the PMRS.

Method

Participants
Participants, who were assured confidentiality 
of their responses, were recruited from several 
undergraduate programs. These participants were 
391 students from a small, nontraditional south-
eastern university. The university is considered 
nontraditional because it offers classes outside 

of mentees in the mentoring relationship were 
consistent with and supported past research that 
elucidated the roles of mentees (Bruce, 1995).

Benefits of a mentoring relationship
A total of 62 comments were recorded for this 
question. The frequency effect size revealed 
the following nine prevalent themes: source 
of encouragement (21%); source of guidance 
(16.1%); shared experiences (9.7%); having a role 
model (9.1%); and communication with another 
person (6.5%), with support and trust from 
another person being tied for sixth and seventh 
place (4.8% each). Themes related to teaching, 
advising, and learning were tied (3.2% each). The 
remaining responses (27.7%) were responses with 
only a single count (19.3%). I used results from 
the frequency effect size analysis to develop the 
Benefits of Mentoring Scale of the PMRS. The 
scale contained nine items that reflected each of 
the recurring themes. The participants’ responses 
to this item supported findings which indicated 
that the benefits of mentoring fall into the gen-
eral categories of psychosocial support and career 
guidance and development (Bruce, 1995; Wilde 
& Schau, 1991).

Member checking was used to assess the accu-
racy and credibility of my interpretations from 
the TCA (Creswell, 2009). Fifteen participants 
from Study 1 consented to participate in a fol-
low-up interview. Three participants could not be 
reached because the contact information they pro-
vided was outdated. Twelve of the 15 participants 
were contacted and 10 agreed to be interviewed. 
During each individual interview, I returned the 
participants’ responses to the open-ended survey. 
I asked them to review their responses. Then, I 
presented participants the 24-item survey and 
asked them to review the items on the survey and 
indicate whether the items accurately summarized 
their original responses. Each participant indi-
cated that the survey was a fair representation of 
their responses. This process of member checking 
provided evidence of the credibility of my inter-
pretations of participants’ responses to the open-
ended questionnaire (Creswell, 2009; Trochim & 
Donelly, 2007). Also, I asked participants to indi-
cate whether the items appeared to measure the 
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was entered in SPSS. Only aggregated data were 
 analyzed and reported in the findings.

Instrument
The PMRS consisted of 24-items that were dis-
tributed among two sections. Section 1 collected 
demographic data from the participants. Section 2 
collected data that were distributed among the fol-
lowing three scales: (a) Scale 1 consisted of seven 
items that addressed the mentor’s role in mentor-
ing relationships; (b) Scale 2 consisted of eight 
items that addressed the mentor’s role in a men-
toring relationship; and (c) Scale 3 consisted of 
nine items that assessed the benefits of mentoring 
relationships. Participants responded to the items 
in Section 2 using the following Likert-type scale: 
5 = strongly agree, 4 = agree, 3 =  neutral, 2 = agree, 
1 = strongly agree. Total scores for the scales were 
calculated by summing the items assigned to each 
scale.

results and discussion

Reliability analysis
I prescreened the data before conducting the 
reliability analysis to determine how to handle 
missing data. Missing data are problematic in 
research because they affect the generalizabil-
ity of findings, decrease the amount of usable 
data in a data set, and, ultimately, decrease the 
power associated with a statistical test (Mertler 
& Vanatta, 2005). Missing data were handled 
through one of two procedures. A visual scan 
was made of the surveys with missing data. If 
a participant failed to respond to 15% or more 
of the items, the participant was considered as 
having too much missing data and the partici-
pant was dropped from the statistical analyses 
(Hertel, 1976). This procedure resulted in seven 
surveys being deleted from the data set. For the 
remaining surveys, the data were considered to be 
missing at random (Allison & Gorman, 1993). 
The missing data then were handled through 
the means imputation procedure. Imputation is 
defined as ‘the estimation of a missing value and 
the subsequent use of that estimate in statisti-
cal analyses’ (Allison & Gorman, 1993, p. 85). 
Item means were inserted for items that had 
missing values. Only 15 cases of the remaining 

of the traditional hours of 8:00–5:00 p.m. The 
majority of students who attend the university 
are working adults. Concerning student status, 
42% of the participants were seniors, 26% were 
juniors, 14% were freshmen, 10% were sopho-
mores, and 8% did not respond. On the variable 
of gender, 82% of the sample were female, 15% 
were male, and 3% did not respond. Concerning 
age, 39% of the sample indicated that they were 
25 years or younger, 59% indicated that they 
were more than 25 years of age, and 2% did not 
respond. Concerning ethnicity, 53% of the par-
ticipants indicated that they were Black/African 
American, 37% responded that they were White, 
6% did not respond, and 4% chose other. Of 
the 331 participants who indicated that they 
were employed, 42% indicated that they worked 
more than 40 hours per week, 22% indicated 
that they worked between 31–40 hours per week, 
10% worked between 21–30 hours, 14% worked 
20 hours or less per week, and 12% did not 
respond.

Procedures
Participants were recruited through course 
instructors. Participation in the study was vol-
untary, and participants were assured that their 
confidentiality and privacy would be protected. 
Survey packets which contained a letter that 
described the study, the informed consent, and 
open-ended questionnaire were distributed in 
class. Participants were given the questionnaires 
to complete at home. They were granted extra 
credit for returning completed questionnaires. 
Participant names were included on the informed 
consent statements, but not on the completed 
questionnaires. The consent statements were 
used as source documents for awarding partici-
pants extra credit. Once the researcher received 
the survey packets, the consent forms were sepa-
rated from the completed questionnaires. A list 
of names of those who returned questionnaires 
were returned to course instructors so that par-
ticipants could receive extra credit. No individu-
ally identifying information was recorded on 
the questionnaires. All responses were entered 
into the computer program SPSS for statistical 
analysis. No personally identifying information 
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the critical value of r with alpha set at 0.01 
and degrees of freedom of 100 (Ary, Jacobs, & 
Razavieh, 1996).

Table 1 presents a summary of the descrip-
tive statistics for the scales and Table 2 presents 
a summary of results from the reliability analysis. 
The results produced Cronbach alphas of 0.92 
for the overall instrument, 0.88 for the Benefits 
of Mentoring Scale, 0.86 for the Mentee’s Role 
Scale, and 0.81 for the Mentor’s Role Scale. The 
results also revealed that values for all four coef-
ficient alphas were significantly higher than the 
benchmark value of 0.70, which indicated good 
reliability estimates. I used the recommendations 
provided by previous researchers (i.e., Kaplan & 
Saccuzzo, 2009) to conclude that the reliability 
estimates generated by the scores for the scales 
were more than adequate for the purpose of this 
study.

391 participants had missing data. The method 
of assigning either an item mean or a scale mean 
for missing data maximizes the amount of data 
collected and minimizes the effects of missing 
data. The strategy of replacing missing data with 
a constant is supported by Cohen and Cohen 
(1983). They advocated that the practice of fill-
ing in missing data with a constant, the mean 
of an item or a scale, results in losing the small-
est amount of information and statistical power. 
In addition, the mean imputation procedure is 
a conservative approach to handling the occur-
rence of missing data (Allison & Gorman, 1993; 
Mertler & Vanatta, 2005). The approach is con-
servative because inserting the item mean for a 
scale does not change the overall mean, but it 
does reduce the number of cases dropped from 
subsequent statistical analyses.

I used the central approach to conducting 
the reliability analysis by using SPSS software to 
compute alpha coefficients and the correspond-
ing confidence intervals (Fan & Thompson, 
2001). Cronbach’s alpha was used to assess 
the reliability of data collected from the items 
included in the survey (Cohen & Cohen, 1983; 
Trochim & Donnelly, 2007). According to 
Westhuis and Thayer (1989), coefficient alpha is 
the best measure of internal consistency because 
it ‘provides a good estimate of the major source of 
measurement error, sets the upper limits of reli-
ability, [and] provides the most stable estimate 
of reliability’ (p. 157). The significance of 
the obtained alphas was tested against the 
value of 0.70 because past research indi-
cates that values of 0.70 or greater indicate 
that a scale is internally consistent (Fan & 
Thompson, 2001; Kaplan & Saccuzzo, 
2009; Mertler & Vanatta, 2005). An item-
analysis also was performed on individual 
items. This analysis provided information 
on the internal consistency of single items 
as they relate to the homogeneity of items 
in a scale (Thorndike, 1967). The item 
analysis was conducted by investigating the 
item-total correlations for each item in a 
scale. Items with item-total correlations of 
0.25 or higher were retained on the survey. 
This value was chosen because it represents 

Table 1: SuMMary of deScripTive STaTiSTicS for THe 
pMrS

Scale Na Mb SDb Mc SDc

Overall instrument 24 104.86 11.23 4.37 0.20
Benefits of mentoring  9  39.21  5.49 4.36 0.14
Mentee’s role  8  34.62  4.29 4.32 0.28
Mentor’s role  7  31.03  3.48 4.43 0.17

Na, denotes number of items for the scale; bdenotes 
descriptive statistics for the scale; cdenotes descriptive 
statistics for item means.

Table 2: SuMMary of reSulTS froM THe reliabiliTy analySiS 
of THe pMrS

Source Alpha F df Sig 95% 
confidence 

interval

Lower 
bound

Upper 
bound

Overall 
instrument

0.92 3.82 390, 8970 0.000 0.91 0.93

Benefits of 
mentoring

0.89 2.62 390, 3120 0.000 0.87 0.90

Mentee’s 
role

0.86 2.08 390, 2730 0.000 0.83 0.88

Mentor’s  
role

0.81 1.55 390, 2340 0.000 0.77 0.83

N = 391 for all analyses.
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the Kaiser–Meyer–Olkin Measure of Sampling 
Adequacy of 0.84. Data from both indicated that 
the degree of intercorrelations among the items 
were suitable for subjecting the data to EFA (Ary 
et al., 1996).

Second, the adequacy of the number of variables 
to factors ratio (p:r) was based on research which 
has shown that highly over-determined factors 
(factors represented by 3–5 variables) produce the 
most stable factor patterns (Fabrigar et al., 1999; 
MacCallum, Widaman, Zhang, & Hong, 1999). 
Researchers also have recommended that p:r be at 
least 3:1 (Fabrigar et al., 1999; MacCallum et al., 
1999). Because the minimum variable to factor 
ratio of 8:1 (24 items to 3 scales) for the hypoth-
esized scales exceeded conventional recommenda-
tions, I concluded that the number of variables 
included in the study were adequate for perform-
ing EFA procedures.

Third, judgment regarding the adequacy of 
the sample size (N = 391) was based on find-
ings which, cumulatively, suggest a measure of 
flexibility in determining the number of partici-
pants required for conducting EFA (MacCallum 
et al., 1999). Tabachnik and Fidell (1996) recom-
mended that at least 300 cases be used for fac-
tor analysis; a number of researchers (MacCallum 
et al., 1999; Onwuegbuzie & Daniel, 2003; 
Stevens, 2009) have indicated that the number of 
cases must not be less than five cases per  variable. 
The ratio of cases to variables for this study was 
130:1 (391 participants/3 scales), which surpassed 
the  recommended minimum ratios.

The fourth consideration pertained to inter-
preting the factors generated by the EFA. Several 
rules have been established to guide interpretation 
and reduce subjectivity. A commonly used rule 
specifies that only variables with pattern/structure 
coefficients of 0.40 or higher on a factor should 
be considered (Kaplan & Saccuzzo, 2009). I used 
Kaplan and Saccuzzo’s rule to determine which 
factors to retain on the instrument.

The data were subjected to principal compo-
nents analysis using varimax rotation. A sum-
mary of the results is presented in Table 3. The 
rotated factor matrix revealed that the three- factor 
solution accounted for 52.14% of the  variance 
among the variables in the data set. Factor 1 

Construct-related validity
When developing a new instrument the devel-
oper must provide evidence regarding the 
 construct-related validity of the instrument 
(Kaplan & Saccuzzo, 2009). Construct-related 
validity addresses how well inferences can be 
drawn from the data obtained by a particular 
instrument (Cohen & Swerdlik, 2005). Evidence 
of construct-related validity can be obtained by: 
(a) assessing the homogeneity of the instrument 
(Cohen & Swerdlik, 2005); and (b) by examining 
how well the hypothesized factors of the instru-
ment account for the common variance (Gregory, 
2007; Kaplan & Saccuzzo, 2009).

The homogeneity of an instrument refers 
to the degree to which items on the instrument 
measure a unitary construct (Cohen & Swerdlik, 
2005; Gregory, 2007). The homogeneity of an 
instrument can be assessed by examining the value 
of Cronbach’s alpha. Typically viewed as a mea-
sure of reliability, Cronbach’s alpha also provides 
evidence of the construct-related validity of an 
instrument (Cohen & Swerdlik, 2005; Gregory, 
2007). The reliability procedure of SPSS was used 
to generate information regarding Cronbach’s 
alpha for this study. A summary of the results 
is presented in Table 2. The alpha coefficients 
ranged from a low of 0.81 for the Mentor’s Role 
Subscale to a high of 0.92 for the overall scale. 
These values indicated that items on the PMRS 
measure a unitary construct.

Exploratory factor analysis (EFA) was used 
to provide further empirical evidence of the 
 construct-related validity of the PMRS (Gregory, 
2007; Kaplan & Saccuzzo, 2009). EFA often is 
used in the early stages of research to determine 
the number of variables needed to represent a data 
set while maximizing the amount of information 
that is retained from the data set (Onwuegbuzie 
& Daniel, 2003). Specifically, the data were ana-
lyzed using principle components analysis (PCA) 
with varimax rotation.

Several methodological issues were considered 
in reaching the decision to use EFA (Fabrigar, 
Wegener, MacCallum, & Strahan, 1999). First, 
the issue of appropriateness of subjecting the 
data to EFA was assessed by the Bartlett Test of 
Sphericity (df = 4851, N = 509, p < 0.01) and 
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exceeded the recommend value of 0.40 or higher 
(Kaplan & Saccuzzo, 2009). The high coefficient 
alphas (Cohen & Swerdlik; 2005; Fabrigar et al., 
1999; MacCallum et al., 1999) and the fact that 
all factor pattern/structure coefficients exceeded 
the recommend value of 0.40 or higher (Kaplan 
& Saccuzzo, 2009) provided support for the 
 construct-related validity of the PMRS.

liMitations

There are several limitations that affect the gen-
eralizability of results from this study. The demo-
graphics of the respondents study limits the 
generalizability of the results to other samples. 
The unique characteristics of the respondents 
(namely, that they were mostly nontraditional 
students of who were juniors and seniors) might 
possibly have been reflected in their responses. 
Research has demonstrated that a mentee’s needs 
might vary with characteristics such as age, gen-
der, and class status. As such, a survey of freshmen 
or graduate students might generate different 
results. An additional limitation is that the study 
was conducted at a small university located in 
the southeastern United States. Data collected 
at a larger university with a more diverse sample 
of students also might produce different results. 
Third, the participants in the study were primar-
ily psychology majors. Extending the study to a 
broader group of college majors could potentially 
produce a different set of data.

suggestions for further research

Additional studies are needed to assess the  external 
validity of findings yielded by the PMRS across 
more diverse samples in more diverse settings. 
Such studies should investigate whether percep-
tions hold across other variables such as age, gen-
der, and ethnicity. Additional research should 
focus on comparing the perceptions that mentors 
and mentees have of the mentoring relationship. 
Such information could be used to structure pro-
grams that focus on matching or aligning men-
tors with mentees who have similar perceptions of 
the mentoring relationship. Such paired matches 
might establish balanced relationships that might 
lead to improved outcomes for the mentoring 
relationships.

(eigenvalue = 4.82), which accounted for 20.07% 
of the common variance, consisted of the nine 
items assigned to the Benefits of Mentoring 
Scale. The factor pattern/structure coefficients 
for the scale varied from a low of 0.609 to a high 
of 0.749. Factor 2 (eigenvalue = 3.90), which 
accounted for 16.24% of the common variance, 
consisted of items assigned to the Mentor’s Role 
Scale. The factor pattern/structure coefficients for 
the items varied from a low of 0.536 to a high 
of 0.741. Factor 3 (eigenvalue = 3.80), which 
accounted for 15.83% of the common variance, 
consisted of eight items assigned to the Mentee’s 
Role Scale. The factor pattern/structure coeffi-
cients for items assigned to the scale varied from 
a low of 0.491 to a high of 0.806. All factor pat-
tern/structure coefficients for the three scales 

Table 3: roTaTed coMponenT MaTrix(a)

Item Factor

1 2 3

Q2 0.749 0.243 0.122
Q8 0.743 0.194
Q5 0.718 0.298
Q9 0.714 0.212 0.149
Q1 0.670 0.343
Q3 0.644 0.197
Q4 0.643 0.218 0.237
Q6 0.643 0.134 0.238
Q7 0.609 0.322
Q10 0.124 0.741 0.134
Q11 0.245 0.729
Q16 0.278 0.647 0.226
Q14 0.197 0.605 0.261
Q12 0.169 0.562 0.257
Q15 0.232 0.536 0.348
Q23 0.114 0.486 0.434
Q19 0.156 0.806
Q20 0.138 0.778
Q22 0.309 0.318 0.601
Q21 0.281 0.349 0.592
Q24 0.380 0.559
Q17 0.243 0.391 0.535
Q18 0.185 0.425 0.491
Q13 0.135 0.269 0.416

Note: Factor loadings >0.40 are in boldface. Each item was 
constrained to load on only one factor.
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educational significance

Cumulatively, the results indicate that the PMRS 
is a construct valid instrument that reliably gener-
ates data regarding individual perceptions of men-
toring relationships. Information obtained from 
the three scales might be most useful in terms of 
exploring perceptions of the mentoring relation-
ship. Previous research has shown that personal 
expectations and perceptions have a profound 
impact on mentoring outcomes (Raabe & Beehr, 
2003; Young & Perrewe, 2004). Results from the 
PMRS instrument could be used to identify the 
expectations and perceptions that both mentors 
and mentees have regarding the outcome of the 
mentoring process. Mentors could use the infor-
mation to clarify mentor and mentee expectations 
and perceptions in the early stages of the mentor-
ing process. The clarification could, in turn, set 
the stage for establishing goals and objectives that 
lead to successful mentoring outcomes. Those 
successful outcomes could contribute to student 
persistence and ultimately contribute to accom-
plishing the goals set forth by the American 
Graduation Initiative (Obama, 2009).
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Table a1: SaMple iTeMS froM THe pMrS

Benefits of  
mentoring

A chance to share experiences with someone who has gone through the higher education 
process
Someone I can communicate with regarding my feelings (positive and negative)
A source of encouragement to keep me motivated when I am feeling discouraged
Establishment of a trusting relationship

Mentor’s role Mentors should be able to advise individuals in the areas they need assistance
Mentors should be available to provide encouragement when it is needed
An effective mentor is one who can provide the support that is needed
Mentors are in prime positions to serve as role models

Mentee’s role A mentee should actively listen to the suggestions given by the mentor
Mentees should communicate with their mentors on a regular basis
Mentees should be opening minded about the mentoring relationship
A mentee should be willing to ask the mentor questions
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ith the current interest in faith-based 
mentoring, common questions that arise 
are, What makes a mentoring program

faith-based? and What, exactly, does the concept 
of faith contribute to youth mentoring?

In the process of providing training and technical
assistance to mentoring programs across the country,
we at the National Mentoring Center have encoun-
tered a wide range of programs and practices that 
fit under the concept of faith-based youth mentoring.
In examining these programs and practices, we 
have identified a number of broad themes to help 
shape our understanding of faith-based mentoring.
We share these themes here as an introduction to 
this special issue on faith-based mentoring. The 
NMC hopes that this discussion, and the articles
that follow, will make a meaningful contribution 
to the conversation about how mentoring services 
can grow in faith settings, and how community- 
and school-based programs can work in partnership
with faith organizations.

FAITH-BASED MENTORING 
IS NOT A SHORTCUT
I was recently sitting in my office talking with the
project director of a faith-based mentoring initiative
aimed at youth in the juvenile justice system. The
conversation quickly turned to the familiar themes
related to managing all kinds of youth mentoring
programs: Mentor recruitment is challenging; 
working with youth who have many risk factors and
few protective factors is very complex; evaluation 
is extremely difficult; and sustainability planning 
is a constant high priority. In short, faith-based 

mentoring mirrors the same issues facing mentoring
programs of all kinds. Managing youth mentoring
programs is challenging, period. Faith settings 
are no exception. Faith-based mentoring offers no
shortcuts to the hard work of designing mentoring 
programs that recruit, screen, match, nurture, and 
support mentor-youth relationships that are emotion-
ally close and sustained for a long period of time.
This is the central foundation of all mentoring 
programs. We know that it is only in this context 
of quality relationships that the magic of mentoring
occurs, whether the setting is a church, school, work-
place, or community agency.  

Many States 
Partner with

Faith Programs
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Whether the focus is religious or secular, faith communities offer much to mentoring
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From the Ground Up
A church builds a model 
mentoring program

A decade ago, a group of religious leaders and
church members in Columbia, Maryland,
looked around their community and saw a
need: Many young African American males
were struggling to find their way in the world.
Deeply concerned, these members of the St.
John Baptist Church committed themselves to
doing something about it. What emerged was a
program that has grown into a model of effec-
tive mentoring. We invite you to read about the
journey of this outstanding faith-based mentor-
ing effort, beginning on page 7.

See MOSAIC, page 2
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CHARACTERISTICS OF FAITH-BASED
MENTORING
While the common work of developing and imple-
menting a sound mentoring program transcends all
mentoring program distinctions, this is not to suggest
that faith-based mentoring is an artificial construct.
There is evidence that faith can contribute to the
success of youth mentoring through the presence of
distinguishing characteristics—characteristics that
give faith-based youth mentoring programs their spe-
cial strengths, such as:

■ A Volunteer-Rich Environment.
Faith-based mentoring programs are typically 
a direct activity of a church, synagogue, 
or mosque or are anchored to a related faith 
institution, such as a community outreach 
or social service center. This direct connection 
of the program embeds it in the context of 
members who often are predisposed toward 
volunteerism by their faith and values. Some
faith-based mentoring programs are simply 
a partnership between a faith-based institution
and an established community mentoring 
program. The members of the faith community
volunteer to become mentors in the community
program, thus mitigating some of the common
challenges of volunteer recruitment.

■ A Setting for Mentoring Practice.
Some faith-based institutions become a setting
for the mentoring program. In this model, the
church, synagogue, or mosque becomes a safe
place where the mentors and youth can meet.
These faith-based programs resemble other 
site-based mentoring models, such as school-
based or worksite-based programs.

■ A Commitment to Community Service
and Civic Engagement. A third character-
istic that is often inherent in faith-based mentor-
ing programs is a commitment to community 
service and civic engagement. This commitment 
to service and social transformation, as well 
as to personal spiritual growth is an explicit 
component of many faith institutions. Often 
the community and social services of these 
faith communities is nonsectarian; in many 
faith-based mentoring programs, community 
service is a significant point of interaction
between the mentor and youth.

■ Mediation for Youth Development.
In some neighborhoods and communities, 
the faith institutions are the central organizing
agencies of the community. In these cases, the
church, synagogue, or mosque serves as the 
catalyst or mediator for positive youth develop-
ment. The National Ten Point Leadership
Foundation in Boston is an example of faith-
based agencies moving beyond a community 
service agenda and advocating for long-term
social change. (For more information on the
foundation, see http://www.ntlf.org/index.html.) 
Youth mentoring programs in this context 
offer the potential of more than just mentoring,
contributing to the larger social bonding between
the youth and the larger community.

■ A Framework for Values and Life Skills.
Finally, faith-based mentoring offers a frame-
work for teaching and modeling values and 
life skills to youth. In this area, the faith-based
mentoring programs often make intentional
choices as to the religiosity of the teaching and
modeling. While some faith-based mentoring
programs incorporate religious tenets and teach-
ings into their mentor-youth relationships, other
mentoring programs are largely nonsectarian,
relying on the larger principles related to values
and life skills.

RECOGNIZING THE SPECTRUM 
OF FAITH-BASED MENTORING
Given the variety of program characteristics that
may be present in a faith setting, it is difficult 
to arrive at one simple definition of faith-based 
mentoring. Mentoring in faith-based settings ranges
across many programmatic dimensions based on 
the intentional choices of the specific faith institution
that sponsors the mentoring program. This spec-
trum of mentoring programs ranges from secular 
to faith-secular, faith-centered, or “faith-saturated.”
(For more information on the topic of faith-based
diversity see Working Group on Human Needs 
and Faith-Based and Community Initiatives,
http://working-group.org.) While faith-based men-
toring is a mosaic that eludes a simple definition, 
the rich fabric found in the diversity of faith-based
mentoring opens to us multiple possibilities for 
the much-needed expansion of quality youth 
mentoring programs throughout all the communities
of our nation. ◆
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espite its current cachet on the national
scene, faith-based mentoring is far from 
a new concept. An organization called 

Kinship has been providing youth mentoring 
in faith settings for half a century. 

Since the 1950s, Kinship has grown and spread.
Many of its affiliates have been developed as secular
mentoring programs, but some have remained faith-
based. One of those affiliates, Kinship of Greater
Minneapolis, offers an instructive look at the devel-
opment and operation of a successful faith-based
mentoring program.

Launched as a separate nonprofit organization in
1988, the Minneapolis Kinship program has creat-
ed more than 1,000 long-term matches. Although 
it is a Christian organization, mentors are not
required to be Christian or to share their faith with
their mentee. While the majority of mentors in the
program are church members, the nature of the men-
toring relationships is fairly religion-neutral. At the
end of last fiscal year, Kinship had 269 active men-
toring relationships, with 97 of those created within
the last year.

The organization has also seen some outstanding
outcomes for youth in recent years. Unlike many
programs, the Minneapolis Kinship embraces pro-
gram evaluation, viewing it as the best way of deter-
mining if their mentoring relationships are making 
a difference for the youth. Evaluation is seen as the
engine that drives improvements in the program’s
operations and procedures.

Kinship uses a combination of internally developed
evaluation instruments and evaluation components
taken from the Search Institute publication What’s
Working: Tools for Evaluating Your Mentoring Pro-
gram. At the beginning of a mentoring relationship,
and at the yearly anniversary thereafter, an evalua-
tion form is sent to every child, parent, and mentor
in the program. The results of these surveys are
grouped into four areas: the youth’s sense of respon-
sibility, respectfulness toward others, social skills,
and sense of optimism. 

The results have been quite positive across the
board. Data from the last year indicate that close 
to half the parents and a majority of youth partici-
pating in the program perceived positive impacts 
in each of the four focus areas (see chart below).
The mentors themselves reported seeing less
improvement in each of the four areas. 

Children  Parents  Mentors
Increased responsibility 61% 45% 26%
Increased respect 61% 45% 23%
Improved social skills 70% 65% 23%
Increased optimism 74% 72% 61%

Parents were also asked a series of questions to rate
the overall effectiveness of the Kinship program.
Among their responses: 96 percent felt that they
and their family had benefited from having their
child participate in the program, while 83 percent
felt that Kinship staff had properly supported both
their family and the match. 

Mentors were also asked to rate their experience in
the program. An overwhelming majority of mentors
felt that Kinship had provided them with enough
training and support. More than 70 percent of men-
tors claimed that the experience had a positive effect
on their life, while over 80 percent said they would
recommend volunteering in the program to a friend.
That last number is a crucial one for a program like
Kinship, which relies on word of mouth and infor-
mal recruitment from current volunteers for much 
of its influx of mentors. 

Kinship’s evaluation data show that the program 
is meeting the expectations of its three client groups.
Participants feel that the program is properly
preparing and supporting them. Both parents and
mentors indicate that they are happy, not only with
the outcomes for the youth, but with their interaction
with the program’s staff and the overall experience
of being in the program. Perhaps most important,
the evaluation shows that even the mentees them-
selves are sensing the value of having a mentor in
their life. 

Making a Difference in the Spirit of Kinship
Kinship of Greater Minneapolis Director Daniel Johnson talks about
the success of his organization— and the realities of faith-based mentoring

By Michael Garringer

D

“WE SERVE KIDS
FROM A WHOLE
RANGE OF RACIAL
AND RELIGIOUS
BACKGROUNDS
AND DO NOT USE
FUNDING FOR 
A RELIGIOUS
INDOCTRINATION.”

See KINSHIP, page 4
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The Inside Story
Below, Daniel Johnson, Executive Director of 
Kinship of Greater Minneapolis, shares with NMC
Bulletin readers some insights based on his vast
experience in the world of faith-based mentoring.
(For additional information visit the Kinship Web
site at www.kinship.org.)

NMC: I think folks would be interested 
in learning a bit about the history and
structure of the Kinship program.

Daniel Johnson: Kinship’s ministry began in
1954 when students in a Home Missions course 
at Luther Seminary in St. Paul, Minnesota, were
assigned to explore the needs within their com-
munity. They discovered there were young men who
were in trouble with the law and who were also of
single-parent homes. They decided to befriend these
young men, and gradually developed what was
called the Kinsmen program. Over time, girls were
also included. Soon the program also began to 
utilize couples and families as Kinship friends/
mentors. The program also branched off to work
interdenominationally, working with boys and girls
as young as five years of age.

The concept of Kinship stems from the Old Testa-
ment, where large, extended families or tribes were
expected to look out for one another. This sometimes
involved redeeming or buying people out of slavery.
This concept of Kinship was expanded within the
Christian church, as Christ expanded the concept 
of family to include all people, whatever their status
or faith background. Followers of Christ were man-
dated to care about all others in need, particularly
fatherless and motherless children. 

The Kinship model was adopted by the American
Lutheran Church (ALC) in 1967. This helped to
develop Kinship affiliates across the country, primar-
ily in the Upper Midwest. Not long after the merger
of the Lutheran churches in 1989, support for the
national Kinship organization was discontinued.
Since this time, the national program has been 
supported as a separate, nonprofit organization by 
a volunteer board of directors. Small annual dues
are provided by the 60 national affiliates to support
a part-time administrator. Thanks to the small
national start-up costs and minimal national dues,
many of our affiliates are able to operate successfully
in small towns. 

Two strong state alliances in Minnesota and Wis-
consin have focused on the development and imple-
mentation of program standards and communica-
tions. We were able to implement a peer review
process, thanks in large part to funding from the
McKnight Foundation. The McKnight Foundation
also provided funding to strengthen the use of tech-
nology among our Kinship programs. More recently,
the Otto Bremer Foundation has helped us to
enhance our organizational effectiveness through
their financial support. Specifically, this funding has
allowed us to provide a wide range of trainings for
our affiliates on important issues such as board
development, fund raising, and risk management.

NMC: What types of mentoring
relationships does Kinship facilitate? 
Are things like Bible study and other
“faith-intensive” activities typical of 
most relationships, or are the mentoring
relationships and activities similar 
to what one would see in a typical
community- or school-based model?

DJ: Our program is more closely aligned with 
a typical community-based model. However, we 
recognize the tremendous motivation that faith has 
to inspire people to give of themselves personally
and financially. It is up to the mentor, the child, and 
his or her parent or guardian on the role faith plays
out in the relationship. We try to be very sensitive 
to all participants in our program on how they
express themselves. I remember one parent who
specifically wanted to have a Christian volunteer 
for her children, commenting on how the mentor’s
faith would impact little things like the kind of music
they listened to while in the car. We believe that the
actions of Kinship mentors will speak louder than
their words. Using theological terms, this is called
“incarnational ministry.”

NMC: Do you run into prospective
mentors who shy away from the faith-
based approach?

DJ: I believe we’ve attracted far more people 
as a result of our mission than those who have been
deterred by it. We’ve had volunteers of a variety 
of faith backgrounds who are comfortable with our
mission, organizational values, and structure. I think
that trying to be all things to all people actually can
be more of a disadvantage than an advantage.

KINSHIP: 
continued

from page 3

See KINSHIP, page 13
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s the development of local faith-based 
mentoring programs has grown in popularity,
so have the training, technical assistance, 

and other support services offered to these programs
by state mentoring partnerships and other large-
scale mentoring initiatives. These state partnerships
are increasingly customizing their support services 
to meet the unique challenges of faith-based 
programs, and many are actively promoting 
the expansion of mentoring in faith settings.

Here’s a quick rundown of some of the most 
prominent efforts to support faith-based mentoring
through State and Regional Partnerships:

Alabama. At the urging of state Attorney General 
Bill Pryor, Mentor Alabama has been actively 
promoting faith-based mentoring throughout the
state. In January 2001, the state convened more
than 300 leaders from the state’s faith community
for a Faith Summit on Mentoring, which focused 
on mobilizing congregations to volunteer and
encouraging faith communities to partner with 
existing programs or create new ones. The Mentor
Alabama Web site contains several suggestions 
on how churches and other faith organizations 
can get involved in mentoring and provides a 
useful set of guidelines for faith volunteers and 
programs that will be working in public schools. 
You can learn more about Alabama’s efforts at 
http://www.ago.state.al.us/mentor/faith.htm.

Delaware. The Delaware Mentoring Council
(DMC) currently works with some half-dozen 
faith-based mentoring efforts. A Faith Committee
has been established to promote and recruit mentors
in the faith community. An Interfaith Mentoring
Coalition Task Force—which consists of various
members from the mentoring, faith-based mentoring,
faith, and mentoring communities—recently
launched a faith-based recruitment campaign 
in conjunction with National Volunteer Week.
Through the council’s partnership with the Corpo-
ration for National and Community Service, an
AmeriCorps VISTA member works with the faith
community to promote mentoring. The council 
also provides a number of manuals on how to create
a faith-based mentoring program, as well as general
packets on the 10 best practices for mentoring 
programs—practices that are applicable to any 
mentoring program. 

Florida. Governor Jeb Bush’s Mentoring Initiative
recently made a strong commitment to faith-based
involvement in Florida by allocating money to help
boost the numbers of volunteer mentors from faith
settings. Frontline Outreach, an Orlando-based
nonprofit Christian ministry, has been awarded 
a grant to help churches recruit congregation mem-
bers to serve as volunteers in existing mentoring 
programs. Although the project is still in its initial
stages, Frontline Outreach hopes to eventually get
500 mentors from five pilot cities across the state.
To help achieve this goal, it has created an advisory
committee composed of leaders from churches,
mosques, synagogues, and other houses of worship,
who will serve as advocates for the program in their
congregations and religious communities. The hope
is that these representative leaders will be able to
inspire increased volunteerism and participation in
existing school- and community-based programs.
Through a partnership with America’s Promise,
each church that fulfills its mentoring commitments
will be formally designated a Congregation of
Promise. Frontline Outreach also provides preser-
vice training for interested volunteers and congrega-
tions on the basics of volunteering in schools and
other secular settings. 

Maine. In an effort to encourage volunteers 
from faith organizations to participate in mentoring 
relationships, the state has developed Maine 
Interfaith Mentoring, a collaborative effort among
the Maine Mentoring Partnership, the Maine
Council of Churches, and Communities for 
Children. Starting with Governor Angus King’s
endorsement in 2000, the group has been dedicated
to strengthening faith-based efforts in the state
through coordinated volunteer recruitment, 
development of replicable program models, and 
the provision of preservice training of volunteers
from congregations across a wide spectrum of faiths.
The “Heart to Hand Project” encourages commu-
nities of faith to partner with schools and existing
community organizations, guided by a Heart to
Hand manual describing all the basics for launching
such a partnership. Maine Interfaith Mentoring
hopes to increase the number of the state’s children
who are in mentoring relationships by increasing
public awareness about mentoring through a state-
wide media campaign and by fostering collaboration
among schools and religious leaders.

State Partnerships Reach Out to Faith Programs
Across the nation, faith-based efforts are finding an array of support services

A
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Maryland. The Maryland Mentoring Partnership
provides consultation, volunteer management, 
training workshops, and networking opportunities 
to churches participating in the Church Mentoring
Initiative. The initiative includes a wide range of
church-based programs serving youth throughout
Baltimore and the surrounding communities. 
The Maryland Mentoring Partnership also has
partnered with another faith-based program called 
Baltimore Rising. This partnership aims to reduce
juvenile violence in the city through the work of 
volunteer mentors and their churches.

Massachusetts. The Mass Mentoring Partner-
ship currently supports 20 faith programs through
its Faith-based Mentoring Network. The Network
provides training, technical assistance, and other
supports for churches, synagogues, mosques, 
and other religious institutions as they develop 
and enhance their mentoring efforts. One particular
focus of the partnership is increased participation
from non-Christian faith communities. Many 
faith-based programs in the state are stepping 
in and delivering services where state and county
funding has been reduced or eliminated. To ensure
that these programs are designed around effective
best practices, the partnership offers discounts 
and waivers for many of its services to faith-based
programs.

New York. Faith-based organizations that are
thinking about starting up a program can turn to 
the Mentoring Partnership of New York for several
kinds of assistance. The partnership offers guidance

in choosing program designs that meet the needs 
of particular congregations. They also provide 
a series of trainings for faith-based coordinators 
to help ensure that faith-based programs in the city
are running safe and effective programs. The part-
nership also hosts “mentoring fellowship dinners,”
which regularly bring lay and religious leaders of
many faiths together to network, share ideas, and
discuss the challenges associated with creating and
operating a faith-based mentoring program.

Philadelphia. The Church Mentoring Network, 
a service of the Greater Philadelphia Mentoring
Partnership, is one of the nation’s oldest and most
successful faith-based efforts, and has served as 
the model for many other faith-based program 
networks across the country. The network assists
faith-based programs by providing program develop-
ment advice and ongoing training for volunteers 
and staff, as well as coordinating and sharing
resources across programs. This coordination 
and assistance allow churches to design programs
that meet their particular needs without having 
to “reinvent the wheel.” The Church Mentoring 
Network has allowed faith-based mentoring pro-
grams in the city to be truly greater than the sum 
of their parts. The network has added two valuable
how-to guidebooks to the mentoring literature base:
Church Mentoring Network: A Program Manual 
for Linking and Supporting Mentoring Ministries
and Church-based Mentoring: A Program Manual
for Mentoring Ministries. (These excellent guide-
books are profiled in the resources section that
begins on page 18 of this issue.) ◆
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COLUMBIA, Maryland—In May 1992, 
several religious leaders and congregation members
from St. John Baptist Church held a meeting. 
The topic for the evening was the community itself
or, more accurately, the challenging conditions faced
by many of its residents, particularly its young
African American males. The Board of Christian
Education had organized the meeting to discuss
how the church might address some of the problems
of the community through congregational outreach
and volunteer service.

A decision was made that evening: Ten active
church members who had a high interest in helping
youth formed the St. John Baptist Church Core
Mentoring Group. Just like that, a program was born.

It is the type of decision made in churches across
America hundreds of times every year. A group 
of citizens had been motivated by their faith and by
the conditions around them to help strengthen their
community and the lives of its children. But once
that initial decision had been made, a lot of hard
work lay ahead.

Behind the simplicity of the idea was the infinitely
complicated question, “How do we do this?” The
decisions the St. John program staff have made in
design, implementation, and direction over the last
decade are both unique to their program and typical
of what many programs go through, faith-based or
not. The process they went through in setting up the
program can be informative for other faith organiza-
tions—for those who may be sitting in the meeting
rooms of churches, temples, mosques, or synagogues
discussing similar investments in their community’s
youth.

The journey of the St. John program will be familiar
to many in the mentoring field, as they have both
struggled through rough patches and enjoyed
tremendous successes. The story of this faith-based
program ultimately offers many lessons that can be
valuable to faith and non-faith programs alike.

DESIGNING THE PROGRAM 
The task of the Core Mentoring Group was to cre-
ate the scope, structure, and operational procedures
for the program. Following the steps below resulted
in a program that was thoughtfully designed, appro-
priate for both the community and the church, and
able to provide quality mentoring services.

1. Community needs assessment. The needs
of the community and its youth were readily apparent
to the church. The effects of poor socioeconomic 
conditions on several parts of the community were 
the reason that the church had called that initial meet-
ing. But in order to make the program truly effective,
specific community needs had to be identified.

Some of the problems were obvious. Data indicated
that Columbia had a growing number of head-of-
households existing at or below the poverty level.
And as with many communities across America,
changes in family structure over the past 30 years
had left many youth lacking sufficient contact with
positive adult role models.

Also, analysis of data from the Howard County
Public Schools indicated that African American
students, especially boys, were not performing as
well as other students. Standardized test scores, 
academic performance, and dropout rates for this
group were all areas that needed addressing. 

A school district study that indicated middle school
students could benefit from more individualized 
and adult support helped cement African American
youths ages 10-17 as the target population for the
program.
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St. John Baptist Church Mentoring
Program tells a familiar story

By Michael Garringer
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2. Securing the endorsement of the church.
Although the Core Mentoring Group was working
on behalf of the church, they were still essentially 
an exploratory committee. They still had to convince
the church leadership, and to some extent the con-
gregation itself, that youth mentoring was an appro-
priate response to both the low academic perfor-
mance and the absence of adult role models in the
lives of the target population. They also had to con-
vince the leadership that the program would be
worth the time and resources.

While the needs assess-
ment clearly pointed to
a role for the church in
the lives of these kids, 
it was the advocacy and
endorsement of mentor-
ing by the Core Group
that really brought the
program into being.
Without the financial
and spiritual support of
the church leadership,
the program would not
have gone anywhere.

For faith-based programs such as this, it is vital that
this core group of individuals act as “champions” for
the program when it is in its start-up phase. The fact
that the St. John Core Group was comprised of men
and women from a wide variety of backgrounds and
professions meant that they were able to garner
broad-based support for the program and across the
community. Simply put, their group was representa-
tive of the community, could understand and articu-
late the community’s and youth’s needs, and were
able to get both the church leadership and congrega-
tion to agree that the program should move forward.

Once the church leadership had endorsed the pro-
gram, one of the Core Group members was elevated
to Program Coordinator, while the others assumed
responsibility over various aspects of the program.
Some support and clerical time was donated by
church staff, a modest amount of money was allocat-
ed for program activities and volunteer recognition,
and attention was turned toward the design of the
program’s services.

3. Operations planning. In designing the actual
structure and services of the program, St. John had
to answer some fairly typical questions: What type of
mentoring model is right for our church? What types
of activities will mentors, youth, and families be
involved in? And once individuals have become pro-
gram participants, what services do we offer them?

The St. John program chose to implement a rather
traditional one-on-one mentoring model. Although
the program would eventually take on a formal part-
nership with local schools, it was decided that most
meetings would be conducted outside school, the
church, or other “site-based” locales. This made
scheduling of one-on-one mentoring activities easier
and allowed for a wider range of activities for youths
and mentors.

In addition to these one-on-one meetings, there
would be occasional group activities in an effort to
broaden the interaction of program participants and
to foster a sense of “community.” It was also decided
that the program would offer other services to youth
and their families, mostly around academic enrich-
ment and parental involvement, that would not
involve the mentors.

The actual components for the St. John program
have expanded somewhat over time, but many of 
the core services have been in place throughout the
project. With its wide variety of services, this holistic
program is able to address a full range of participant
needs in the areas of school, career, and family:

Academic enrichment: After-school tutoring
sessions are provided for youth in the program.
Tutors are a mix of church volunteers, school 
system employees, and teenage peers who actual-
ly conduct most of the tutoring activities under
the supervision of the adults.

Values education: Bimonthly mentee work-
shops are presented on a wide range of topics
such as personal responsibility, the value of coop-
eration, the meaning of faith, self-determination,
and self-esteem. 

Career awareness: Mentees are provided
workshops on career-focused topics such as how
to fill out an application, tips on preparing for
interviews, and acceptable work behavior. Men-
tors and others involved in the program also
introduce mentees to employment opportunities
and assist in exploring career options.

Parental involvement: This is one big area
where the St. John program has excelled where
other programs struggle. The program recog-
nized that the work they would do in providing
the support of an adult role model would be
somewhat negated unless they provided some
assistance to the most prominent adults in the
youth’s lives: their parents and guardians. To
that end, the program provides monthly sessions
and support groups for the parents of participat-
ing youth. The group sessions are conducted by
a social worker and allow the parents to learn
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about their child’s progress in the program,
interact with other families, and tap into support
systems outside the St. John program.

Cultural awareness: The program sponsors
regular activities designed around increasing the
cultural awareness and understanding of partici-
pating youth.

Social and recreational activities: These
are group activities such as camping, concerts,
and picnics that promote social interaction.

Community service: Each academic year,
mentees in the program, with the help of their
mentors, choose a community service project.
This helps build teamwork skills and feelings 
of social responsibility.

Recognition events: These services to pro-
gram participants include an annual Opening
Ceremony and an end-of-year celebration for all
participants. The program also recognizes three
exemplary individuals as Mentee, Mentor, and
Parent/Guardian of the Year. 

The church also made a formal decision to not
require youth to attend church services, although
mentors are encouraged to bring their mentees with
them. The level of “faith involvement” is an issue
with which many faith-based programs struggle. 
St. John concluded that they could meet the goals 
of the program without making religious study part
of the program services.

“The mentoring relationships are ‘faith-focused’
only to the extent that the mentors come from a 
faith community and regard their involvement as 
an expression of their faith,” says current Program
Director Doug Pace. “The program promotes char-
acter building but does not promote any denomina-
tion, including our own. Mentees are taught self-
respect, respect for family and all people, integrity,
positive attitudes and behaviors, and are given
opportunities to serve others.” 

4. Recruitment and training of mentors and
mentees. The St. John Core Mentoring Group
devised a set of clear guidelines, roles, and responsi-
bilities for use in volunteer recruitment and screen-
ing. They also set a criterion that would come to
define their targeted volunteer recruitment efforts:
All mentors must be African American males. The
church decided that this target population of men-
tors was necessary if they were going to effectively
reach out to African American boys. 

While the initial matches for the project all involved
men who were congregation members at St. John

Baptist Church, the program decided in later years
to allow nonmembers to participate. All mentors are
required to commit at least one hour per week with
the youth for a minimum of one academic year.
They must also complete a criminal background
check and provide references. 

To assist mentors in their role, the St. John program
offers extensive pre-match training on youth develop-
ment, communication skills, and techniques for 
facilitating effective mentoring relationships. They
have developed a Man-to-Man Mentoring Program
Handbook, which covers roles, responsibilities, and
recommended mentoring strategies for both academ-
ic improvement and any religious study that the
match chooses to undertake. 

Youth participants were initially drawn from the
church’s Adopt-a-Family Program, but now they are
recruited to the program from both the congregation
as a whole and through a partnership with a local
middle and high school. All youth participants 
are provided with information about the purpose,
services, and rules of the program, as well as orien-
tation as to the value of having a mentor and what
the presence of a role model in their lives can mean
for them. Youth are told how the program can help
them achieve the goals they set for themselves with
the assistance of their mentor. Because the program
concluded that parental involvement was a key to 
the youths’ success in the program, it became a
requirement for youth participation.

5. Forming partnerships and awareness in
the community. The St. John program recog-
nized early on that success would depend on the
buy-in of the community as a whole. The time and
energy of volunteers and the financial and in-kind
donations provided by the church were not enough
for the long haul; a wider base of support was neces-
sary to ensure the sustainability of the program and
achievement of its desired outcomes.

To this end, the Core Group developed presentations
to be given to both private and public community
groups about the needs of youth in the community
and what the St. John Baptist Mentoring Program
wanted to do to help. These presentations offered
excellent networking opportunities and another
chance for the members of the Core Mentoring
Group to “champion” the program and garner both
financial and philosophical support.

In addition to this broad-based community aware-
ness campaign, the group also established several

See SAINT, page 10



strategic partnerships. The most significant partner-
ship, formed after the program had been operating
for a few years, came with the Howard County 
Public Schools, specifically Wilde Lake Middle and
High Schools. Having a teacher from the school 
system as a member of the Core Group was extreme-
ly valuable in setting up the partnership. Not only
did working with the schools help the program pro-
vide better academic support for the youth, but it
also meant increased capacity to serve more youth
through the coordination of physical and financial
resources. The program’s decision against faith-
centered relationships was a key in making the
school partnerships work. 

The program also forged partnerships with the Mary-
land Mentoring Partnership’s Church Mentoring 
Initiative, the University of Baltimore School of Pub-
lic Health, and the Howard University School of
Divinity, as well as several local businesses and foun-
dations. These partnerships have proven to be a vital
part of keeping the program going over the years.

THE ST. JOHN PROGRAM OVER TIME
The process and decisions described to this point
provided the framework for the program to begin
operations and start making matches. So how did
the program do over the years? How successful was
the St. John program in assisting the community’s
youth?

Like many youth service, nonprofit, and community
outreach projects, the outcomes and results of the 
St. John program have been somewhat mixed. Posi-
tive outcomes can be hard to measure, and even the
best designed, successful programs will occasionally
struggle with issues of sustainability, leadership, and
project momentum. 

The program started slowly in 1992, making 
a dozen or so matches during the first few years 
of operation. Over the next few years, a full-time
program coordinator was brought on board and 
the program’s services started to expand. The
parental involvement and tutoring pieces were
enhanced, and the program started to evaluate 
its efforts. The program took in some significant
financial donations and gained momentum.

In 1996 the program officially became part of the
St. John Baptist Church’s Evangelism and Out-
reach Ministry, which meant that mentors could be
recruited from beyond the church walls. “We want-
ed to embrace even more youth… we needed to look

beyond our congregation to significantly add to the
number of mentees,” says Pace. 

Some of the early youth participants in the program
started graduating from high school and successfully
aging out of the program. Although the numbers
were modest, the good work that the program was
doing was finally starting to show substantial results. 

It was in the fifth year of operation that things really
took off. The program received a three-year grant as
part of the Office of Juvenile Justice and Delinquen-
cy Prevention’s Juvenile Mentoring Program
(JUMP). The $190,000 award primarily facilitat-
ed the official partnership with the Howard County
Public Schools and the middle and high schools.
The program was also able to hire more staff and
move the operations out of the church and into a
business office, allowing better access to the program
for youth and increased participation in the pro-
gram’s after-school activities.

Not surprisingly, with the influx of money came an
increase in the scope of the program and the number
of youth served. By 1998 the program was facilitat-
ing 41 one-on-one matches and had more than 100
volunteers. Five mentees achieved honor roll status
that year, and the peer tutoring component was
added.

The year 2000 represented a high-water mark for
the JUMP grant as the number of active matches
reached 55. The faith-based program that started
with a meeting of concerned congregation members
a decade ago had grown to scale. With the hard
work of its volunteers and the right combination of
community, religious, and governmental support it
had evolved from a concept grounded in the faith-
driven desire to do good in the world to a viable 
volunteer program that serves many children and
helps connect schools, parents, youth, and the 
community as a whole.

Even more important, given the high importance 
of duration on the effectiveness of a mentoring 
relationship, the average length of retention for 
the program’s mentors was 4.5 years. The program
was making the types of long-term matches that it
had hoped for from the beginning. 

Things changed, however, in the 2000–2001 
academic year. That’s when the JUMP grant’s
three-year funding cycle ended. Without JUMP,
which is designed to seed new mentoring efforts, 
the program scaled back its services. The program 
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is currently supporting 12 mentees with 25 regular
volunteers and a part-time administrative assistant.

“The program is functioning well, albeit with fewer
youth (mentees) and group activities,” says Pace.
“We have completed the transition from a larger
program supported by a sizeable federal grant and
in-kind services to a small program supported primar-
ily by in-kind services and a $10,000 grant from the
Howard County Department of Citizen Services.”

Program Director Pace remains positive, despite 
the uncertainty in funding. “The program’s biggest
success has been the ability to offer youth the same
basic program through lucrative and lean funding
periods,” he says.

THE LESSONS LEARNED
In 2000, the St. John Baptist Mentoring Program’s
first graduate was accepted to college. The same
year, another mentee was inducted into the National
Honor Society. What can both faith-based and 
other mentoring programs learn from the experience
of the St. John program? 

The Replication Report prepared by Information
Technology International under the grant from
Howard County found that there were six key ele-
ments of the St. John program that would be impor-
tant in the development of other similar programs:

■ The importance of the committed,
diverse “Core Group” of program leaders
and advocates. This diverse Core Mentoring
Group was obviously instrumental in the start-
up and development phases of the program.
They were the ones responsible for planning the
program and garnering the support for the
church leadership. Their diversity also allowed
the program to access a wide range of communi-
ty support and opened doors to program part-
nerships that would have remained closed if not
for the work of these individuals.

The Core Group still plays a major role in the
St. John program. These volunteers provide the
program with leadership, expertise, and assis-
tance in 10 major program areas: academics,
counseling, cultural/social awareness, program
evaluation, mentor liaison, parental involvement,
recreation, school liaison, substance abuse, and
values education. The involvement of this group
allows the program to provide improved support
to the youth, parents, and mentors across a
broad range of needs.

■ The infrastructure of the church itself.
The consistent administrative support provided
by the St. John Baptist Church proved to be
very valuable for the program. Church volun-
teers made significant contributions on labor-
intensive tasks such as the monitoring of matches
and the coordination of group activities. This
administrative support meant that the program
could blend volunteers with its few paid staff,
increasing its capacity to serve more youth and
offer a wider variety of program services. The
administrative support of the church is what
allowed the program to grow to an appropriate
scale, even during the financial windfall provid-
ed by the JUMP grant.

■ Community
outreach and
networking.
In the case of the
St. John program
model, it made
sense to reach 
out to the larger
community in the 
creation and on
going support for
the program. Some
faith-based pro-
grams may choose
to remain more
insular, as would be
appropriate for, say, a mentoring ministry with 
a heavy emphasis on religious study through the
church. But the scope and goals of the St. John
Baptist Mentoring Program made community
involvement not only viable, but necessary. 
Community involvement enabled the program 
to maintain a higher level of mentor involvement
and participation, aided in leveraging resources,
and opened up avenues (such as the formal
partnership with the school) that made accessing
and serving youth easier. Pace says that the pro-
gram uses many methods to build this communi-
ty support. “Special programs, invited involve-
ment, and public awards have been the primary
vehicles for the enthusiasm and support we have
enjoyed from the congregation and community
over the years,” he says. “Twice a year, pro-
grams are held that focus on recognition of the
mentees, mentors, and parents or guardians, 
and these programs are open to the congregation
and the community at large. Each year, one of
the regular church worship services is earmarked
for recognition of the mentees and mentors.
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Members of the congregation and community
are asked to serve as guest speakers, workshop
leaders, tutors, and performing artists for pro-
gram events. Recognition awards at the national,
state, and county levels have also helped to
maintain support for the program.” 

■ Strong commitment and support from
the board of trustees, church pastor, 
program director, and other church lead-
ership. The St. John program has survived two

changes in leadership—changes that often crip-
ple mentoring efforts—one at the project director
level and one being the church pastor. The pro-
gram survived because there was strong buy-in
across the board by the church leadership. The
Core Mentoring Group and the incoming pas-
tor, Dr. Robert A.F. Turner, made certain that
there was strong support for the program from
the board of trustees on down to the congrega-
tion. This ensured that the program would sur-
vive changes in both program leadership and the
level of outside financial support.

■ The importance of building trust with
mentees and parents. This is true for any
type of mentoring program. The St. John pro-
gram placed a priority on pre-match training for
mentors so that when they walked into their men-
toring relationships, and the lives of the partici-
pating families, they were prepared to start the
relationship off in a positive way. Listening and
communication skills were particularly important
in building trust with the youth. The program
also built trust with parents by offering services
specifically designed to increase their participa-
tion in the program and their access to other
forms of support. Thus, parents came to view the
program as a valuable resource that was reaching
out to the entire family. The parent support
groups were particularly crucial in this regard. 

■ Group activities that supplement the one-
on-one matches. While most of the mentoring
was through one-on-one relationships, the many
group activities sponsored by the program con-
tributed heavily to the positive outcomes for youth
and the success of the program. These group
activities enhanced mentees’ social relationship
skills in ways that time spent with just their men-
tors could not. These group events also fostered 
a sense of community across all program partici-
pants, leading to greater volunteer satisfaction
and increased sense of support by the mentees.

In many ways, the St. John Baptist Mentoring 
Program story is a common one: A group of dedi-
cated individuals came together and reached out 
to the community by starting a mentoring program.
They’ve gone through many of the ups and downs
that youth mentoring programs of all types experi-
ence. The story of this one faith-based program can
help guide other groups of concerned individuals
meeting in churches around the country, wondering
how they, too, can help their community.   ◆

12

The National Mentoring Center Bulletin

FACING AN UNCERTAIN FUTURE?
As I was putting together this profile of the St. John program, the issue 
of “growing a program to scale” kept popping up in my mind. Essentially,
now that its JUMP funding has proven that the St. John program can 
function at a high level and serve a significant number of students, the real
question becomes, Will it have the chance to do so in the future?

That same question is facing hundreds, if not thousands, of mentoring efforts
currently operating around the country. We know that mentoring works—
and how it works—more clearly than ever before. And nobody can deny that
the mentoring field has seen tremendous growth during the last decade. But
looking long-term, is there enough financial support from both government
and private sources to maintain not only this one program, but the mentoring
movement as a whole? Is it possible that the entire mentoring movement will
have trouble “growing to scale”? Or if it is already at an appropriate scale,
can it be sustained?

The St. John Baptist Church Mentoring Program, in spite of all its hard
work, thoughtful planning, and success, is in the same boat as nonprofits 
and youth service agencies around the country: facing a somewhat uncertain
future. Can the program find enough support to fully complement the
tremendous amounts of time and energy that their volunteers bring to the
table? Will it be able to serve the numbers of children it could serve with a
larger funding base? The seed money funding opportunities such as JUMP
grants depend for their success on the abundance of other resources and 
a broad base of public, private, and government support. If other funding
opportunities fail to materialize, countless promising programs that have 
taken root are destined to shrink substantially—or shut down altogether.

Those of us who advocate for youth mentoring hope that not only will St.
John find a way to build back up to an optimum level of youth served, but
that mentoring programs across the country will find the support they need 
to build their programs to scale in the coming years. If we are ever to make
youth mentoring what it can be for this country, it is imperative that we grow
it to scale one local program at a time.

—Michael Garringer

SAINT: 
continued

from page 11
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I remember one day when someone called and was
put off by the fact that we were faith-based. She
simply didn’t understand our rationale. Later that
day we received a call with a list of a dozen pro-
spective mentors who had attended the Billy Gra-
ham crusade, which was in town. I did the math—
lose one, gain 12. I think we came out ahead.

NMC: How strongly does your
organization’s mission and vision
influence the work you do?

DJ: Our mission statement has been essential to 
our program growth. Having a clearly defined 
mission and values has helped us to hire some highly
motivated staff and recruit a strong board of direc-
tors. Additionally, many donors and volunteers
have also become engaged in the work of Kinship
because they were attracted to its faith-based struc-
ture. It helps us to limit our scope when we are
researching funding sources and also keeps us
focused on our work.

Our mission statement follows: “Kinship of Greater
Minneapolis helps children, ages five through 15, 
in need of additional support realize their God-given
potential through adult friendships. Kinship also
provides a unique service opportunity for individu-
als, couples, and families to put their faith into
action on behalf of children. The core values and
beliefs that guide our program are that:

◆ Children deserve the opportunity for healthy
social, physical, spiritual, and intellectual 
development

◆ Regular, long-term relationships with a variety 
of adults are vital to healthy child development

◆ Prevention is more valuable and effective in
human development than interventions occurring
after considerable suffering and hurt have scarred
lives

◆ We are motivated by the command of Jesus Christ
to love our neighbor as ourselves; the Christian
church is mandated to respond to the needs of
hurting children and their families

◆ People need opportunities to put their faith 
into action; Kinship provides the structure 
and organization for them to do this effectively

◆ We believe in inclusiveness and collaborative
efforts that bring people together of different 
races and creeds

◆ Christian witness speaks most loudly when it is a
comforting response to the needs of others, when

it is not judgmental or proud, and when uncon-
ditional love is present

◆ The quality of Kinship service and relation-
ships is more important than quantity; we
believe in careful screening, matching, and 
follow-up support of program participants

◆ Kinship’s professional staff is qualified, 
motivated, and committed to this mission

NMC: What have been the biggest
challenges for Kinship over the years? 
Are those challenges specific to a faith-
based organization or are they common
across many types of nonprofits and
youth service agencies?

DJ: Our two biggest challenges have been recruit-
ing long-term mentors and developing a strong base
of financial support. In addition to recruiting
through churches, we also utilize newspapers, radio,
service groups, and corporations to locate people
interested in befriending children. Word of mouth is
our largest source of volunteers. [See Dan Johnson’s
church volunteer recruitment tips on page 14.]

To start up our program, our financial support 
consisted primarily of grants from corporations and
foundations. I’m pleased to report that being faith-
based has not been a significant barrier for funding.
We serve kids from a whole range of racial and 
religious backgrounds and do not use funding for 
a religious indoctrination. We are not a United Way
agency, nor do we receive significant government
funding. We have diligently been working to develop
a strong base of individual support. In addition 
to annual appeals, we have two special-event
fundraisers per year—a golf event and a dinner 
auction. Our goal is to have half of our annual 
revenues come through individual funding.

Initially, somewhat to our surprise, we discovered
that churches were much more willing to help on
recruitment of mentors than they were able to give
financial support at a significant level. 

NMC: Many programs shy away from
doing program evaluations. Why did 
you decide to do one? 

DJ: We were encouraged by some of our larger 
corporate funders, like the Pillsbury Foundation 
and the Cargill Foundation, to develop outcome

KINSHIP: 
continued
from page 4

See KINSHIP, page 14



measurements. It has been a useful exercise for us.
With increasing scrutiny and scarce resources, we
have been pleased to offer strong indicators of suc-
cess. For example, our average match length is two
and a half years. Dr. Jean Rhodes, a professor at the
University of Massachusetts (and the author of
Stand By Me: The Risks and Rewards of Mentoring
Today’s Youth), has done a considerable amount of
research on mentoring, and has noted that the dura-
tion of the mentoring relationship is the single most
important benchmark of a successful outcome. 

NMC: As someone who has been very
successful at making a faith-based
mentoring program work, what advice
would you give congregations or
ministries thinking about starting up 
a program?

DJ: First, you need to weigh the costs of developing
and maintaining a mentoring program. The
demands of operating and supporting a traditional
mentoring program are much like supporting an
adoption agency—without receiving the fees for 
service. It will likely require a full-time staff to do 
the recruitment, orientation, screening, matching,
and follow-up support. Most churches don’t have
the resources to individually support a mentoring
program by themselves. Therefore, it may be neces-
sary for you to collaborate with existing mentoring
programs, or to have a strong network of others who
will also support your community mentoring effort. 

NMC: What advice would you give a
community-based organization that is
looking to partner with a faith-based
organization?

DJ: While organizations might want to simply tack
churches on as an additional volunteer recruitment
or funding source, I don’t think it will be an easy
marriage if there are not some commonly held core
values and beliefs. You must each communicate your
missions and see where they intersect. It also helps 
if you have some shared values.

You may need to do some convincing of the faith-
based organization about the importance of strong
program procedures, including screening. As I tell
folks, if the pope were to apply to our program, we
would put him through all of the same thorough
screening we do for each of our Kinship mentors.
We need to be especially careful for people with
good intentions to make sure that they have the
training and personal attributes to successfully carry
out a long-term relationship with a child. If not, they
should be redirected. We can do more harm than
good if we set kids up for more broken promises. ◆

You can learn more about the Kinship programs, and
read the evaluation impact statement for the Min-
neapolis program, on the Web at
www.kinship.org.

10 PRINCIPLES OF EFFECTIVE
CHURCH RECRUITMENT

Both faith-based and secular programs are increasingly looking to faith insti-
tutions as “volunteer-rich” environments with large numbers of potential
mentors. Here, Dan Johnson of Kinship of Greater Minneapolis shares his
top 10 tips for recruiting volunteers from congregations. 

1. Realize how your volunteer
opportunity fits within the mission 
of the congregation. Why should it
be interested in supporting the work
of your agency?

2. Obtain the blessings of the head
pastor/priest/rabbi. Without his or
her support, efforts to continue sup-
porting your volunteer recruitment
may later be cut off. He or she may
also choose to boost your effort from
the pulpit.

3. Begin to target prospective
churches: those that are active and
have a heart for people that are in
your service area where you current-
ly have volunteers.

4. Target prospective volunteers.
You may be able to get names of
prospective candidates from the 
pastor, social ministries committee,
or others within the church.

5. Present specific needs to the
church. For example, provide 
profiles of kids on your waiting list,
with names, ages, interests, loca-
tions, and the types of volunteers
sought.

6. Develop a plan of action for the
congregation. Provide specific, year-
round opportunities for volunteer
recruitment, such as “Kinship Sun-
day,” an adult forum, temple talk,
posters, and so on.

7. Develop church representatives.
Write a job description for these
positions and then have them help
you with ongoing recruitment.

8. See if you can be listed on the
church’s time and talent survey
along with the church’s other min-
istry opportunities.

9. Keep at it. Patience and stead-
fastness are crucial. Every congrega-
tion has numerous needs for “in-
house” volunteers, such as Sunday
School teachers and ushers, to
maintain its own operations. Don’t
expect great numbers of volunteers,
particularly right away.

10. If your state sponsors a mentor-
ing or volunteerism week, make the
most of it to highlight your volunteer
opportunity. Schedule forums, set
up displays, utilize bulletin inserts,
and solicit announcements from the
pastor/priest/rabbi.
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In 1998, Public/Private Ventures, the highly
esteemed research and policy organization based in
Philadelphia, began a demonstration project in 15
cities to assess the effectiveness of partnerships among
faith-based institutions and the juvenile justice sys-
tem. Much of the project was inspired by the success
of the Boston Ten Point Coalition, a coalition of
small, predominantly African American churches
that has had tremendous success in reducing juvenile
crime and homicide rates. The project hopes to inves-
tigate the potential, limitations, and effective practices
of faith-based organizations’ efforts to work with
high-risk youth.

The NMC recently spoke with several P/PV staff
about the progress of the initiative and some of the
findings, successes, and struggles to this point.

NMC: What is the common approach and
goals of the initiative across the study’s
sites?

P/PV: All 12 remaining NFBI (National Faith-
Based Initiative) sites are collaborating with local
justice, faith, and social service partners to target,
recruit, and provide a set of services to high-risk
youth. Their goals are to affect the life chances of
these youth through mentoring, job training, and
placement, and educational and relational program-
ming. The sites are also focused on developing their
organizational capacity and sustainability so that
they can continue over the long term. 

The most successful and comprehensive sites have
developed local advisory groups, composed of jus-
tice, faith, and social service partners who advise
and shape the local initiatives; recruit high-risk
youth from justice partners; provide a few focused
high-quality direct programs; meet other needs of
youth by providing partner and referral services; 
and case manage youth by tracking attendance and
providing follow-up support, prevention, and crisis
intervention services. The local initiatives are led by
governing boards and/or executive staff, whose task
is to enhance the quality of the internal organization-
al components, such as strategic planning, financial
sustainability, and data collection. 

NMC: Could you give our readers two or
three illustrative successes from across
the programs?

P/PV, Brooklyn: The Brooklyn site, Youth and
Congregations in Partnership (YCP), has success-
fully developed all program components discussed
above. The Brooklyn district attorney’s office, which
developed YCP, an intervention program for youth
who have committed felony offenses, leads this site.
YCP developed an advisory group made up of
faith, juvenile justice, social service, parent, and
youth partners, which provide guidance to the initia-
tive. Their high-quality program works with high-
risk, court-adjudicated youth and provides them
with faith-based, congregational team mentoring
(three to five adult faith-based mentors from a con-
gregation provide mentoring to one youth per men-
tor team) and heavy case management. Additional-
ly, they provide partner services in the form of art
therapy/mural development, Job Corps and job
training/placement, and referral services for counsel-
ing, mediation, anger management, education
assessment, and drug and alcohol treatment.
Through great perseverance, YCP leadership has
been able to slowly build its local funding partners,
including the Pinkerton Foundation, so it can sus-
tain its efforts over the long term.

P/PV, Denver: A Denver intermediary group, 
the Denver Metro Black Church Initiative, first 
led the Denver site. However, after two years in 
the initiative, Grace and Truth Pentecostal Church
became the lead agency for the Denver site based 
on its leadership and track record of serving high-
risk girls in Denver. P/PV has provided intensive
technical assistance to this site and, over the past
year, it has become an incorporated, nonprofit
agency (Positive Connection, Inc.), with a governing
board, local funding partners, and an expanded
staff. It has extended its program reach and now
serves approximately 85 high-risk, court-adjudicated
girls each year. With recent additional funds, it is
also assisting a local school by serving 30 girls who
are at least two years below grade level in literacy. 

NMC: What differences have emerged
among the sites as to why some are more
successful while others struggle?

We have found the ability to stay focused on pro-
gram structure and implement the programs effec-
tively and consistently is critical to success. Tied 
to this are the organizational disciplines of strategic

A Faith-Based Initiative Continues To Grow
The NMC checks in with Public/Private Ventures about its recent efforts

See INITIATIVE, page 16
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planning; program management and monitoring;
and the development of accountability structures,
including periodic internal evaluation, work plan-
ning, data collection, and reporting to the board(s)
and funder(s), while keeping the needs of the youth
central to the program. 

Some of the sites that struggled a bit more shifted
the focus from their mission and began expanding
programs without first planning for the expansion
and raising the requisite resources needed to expand.
This can happen for a variety of reasons, including
desiring to serve all community needs and/or seeking
funding. Whatever the reason, we find that this type
of non-strategic expansion compromises program
resources, quality, and development.

NMC: What have the sites’ experiences
taught you about having realistic
expectations of program effectiveness
when the children and youth being
served are at high risk?

P/PV: We have learned that the importance 
of ongoing involvement with all youth is critical
when attempting to make a lasting impact on their
lives. In the late 1980s, the Carnegie Corporation’s
Council on Adolescent Development began to 
publish research findings that emphasized adoles-
cents’ needs for a continuity of supports throughout
their teen years, including guidance and support
from adults and positive activities, particularly 
during non-school hours. P/PV’s own mentoring
research had provided information about the 
characteristics that make for productive adult-youth
relationships, including those that take place in 
programmatic settings.

One of the most crucial lessons we have learned 
is the need to build in a system of accountability 
that ensures this type of continual support/service
delivery to high-risk youth, that is, structured case
management. We have also learned that structured
case management needs to be coupled with consis-
tent follow-up and data tracking—a management
information system (MIS). The following compo-
nents are critical to ensuring that consistent, support-
ive programming is delivered to high-risk youth: 

◆ A standard intake (youth and family) is 
completed for each youth

◆ A needs assessment is completed for each youth

◆ A program plan is developed for each participant
(outlining direct and referral services)

◆ Staff conduct weekly or biweekly follow-up with
referral service providers, youth, and family

◆ An MIS system is developed that tracks partici-
pant demographic information (such as age and
sex), risk level (self-esteem, delinquent behavior),
attendance, referral data, and outcomes

◆ Staff need an immediate follow-up plan for youth
who are absent from programming

NMC: Based on your experiences, what
are the most significant factors needed 
to make interagency collaborations 
work? Does the fact that your sites are 
all faith-based change the dynamics? 
Make it easier? Harder?

P/PV: Partnering among nonprofit organizations,
whether faith-based or secular, is challenging. Thus,
we were somewhat surprised to see how smoothly
the partnerships among faith-based organizations
operated once they were formed. Currently, 127
predominantly small, African American faith-based
organizations or congregations are actively involved
in the initiative across the 12 sites.

There were several reasons these partnerships were
effective. Congregations were united by a common
mission to minister not only to their own congrega-
tions but also to the neighborhood outside the
church building. Also, congregations did not want
to tackle the difficult work of a high-risk youth initia-
tive alone. They found strength in numbers and
were able to pool the resources of each congregation,
sharing facilities, political networks, and volunteers
to support the initiative.

NMC: Looking into your crystal ball, 
paint a picture or vision of what these
model programs will look like five years
from now. 

P/PV: We have found that the sites experiencing 
the most success are meeting a critical, recognized
need in their communities, and have formed strong
partnerships with faith-based, justice, and social 
service community-based service providers. The
notion of pooling resources and identifying local
funding streams is going to be essential to the long-
term sustainability of these groups. 
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ATLANTA, Georgia—Faith-based partnerships
have provided a successful avenue for expansion 
for Big Brothers Big Sisters of Metro Atlanta
(BBBS), one of the oldest and largest mentoring
organizations in the city. BBBS’s work with Cas-
cade United Methodist Church offers an example 
of how a secular organization can join forces 
with a faith community to achieve shared goals.

The Cascade congregation was looking for a way 
to get involved with and reach out to the community.
After linking up with BBBS, the church has formed
14 matches that meet on or off the church campus
for a minimum of eight hours a month. The matches
are already getting positive results. One Big Brother
and Little Brother matched through the church have
developed their own handshake. The “Little” just
attended an agency-affiliated five-week golf camp,
and the “Big” was there at his graduation to cele-
brate his achievement. The “Big” has also helped
his “Little” with schoolwork, and returned from 
a recent business trip with a University of North
Carolina tennis team T-shirt for his tennis-loving
“Little,” his name emblazoned on the back.

For other organizations and initiatives seeking to
build effective partnerships with faith-based organi-
zations, BBBS would like to suggest that you keep
the following in mind:

1. Remember that although faith-based groups 
may look and act quite differently from community-
based initiatives, the basic principles for developing
a mentoring program are still the same. The admin-
istration of the program should be managed in the
same manner, employing written policies and proce-
dures, criminal background checks, confidentiality
policies, and other proven approaches.

2. Be careful to tailor your PR materials, training
curricula, and forms to the faith-based partner with
whom you are working. Get input from the partner
about terminology, images, appropriate questions,
and so on.

3. Pay careful attention to confidentiality. Faith-
based communities are close-knit and often family-
oriented, and special care needs to be taken to
ensure complete confidentiality for all parties
involved.

4. Maintain consistency in staffing as much as 
possible. Faith-based groups are often sensitive 
to perceived instability, and a constantly changing
staff liaison may not be helpful.

5. Make certain that your program provides 
adequate training for the mentors, the mentees, 
and the parents. Research indicates that clear and
consistent training for everyone involved will help
prolong the match and keep it healthy and fun.

In addition to its faith-based initiatives, BBBS 
of Metro Atlanta has been successful in partnering
with corporations, other nonprofit organizations,
and community groups. The agency, a 42-year-old
affiliate of Big Brothers Big Sisters of America, 
has also developed a number of programs for 
children with specific needs, for example, Hispanic
children, children dealing with HIV and AIDS,
and hearing-impaired students, among others. 
For more information on trainings and the annual
mentoring conference, visit the Web site at
http://www.thementoringinstitute.net/ or contact
Lynne King, associate vice president of training 
and education at 404-601-7046. ◆

A Church/BBBS Partnership Finds 
Success Where It Counts: With Kids

“ONE BIG 
BROTHER AND
LITTLE BROTHER
MATCHED
THROUGH THE
CHURCH HAVE
DEVELOPED 
THEIR OWN
HANDSHAKE.”
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Resources Offer Strategies for Faith Efforts
A wide variety of how-to guides and faith-based resources is available in the NMC Library

he past decade has seen a dramatic rise 
in the popularity of mentoring as a strategy 
for supporting and guiding youth. A growing

number of faith communities have joined in the
movement. Many churches and other houses of 
worship are beginning to implement mentoring 
services, either as stand-alone programs or as sup-
plements to their existing youth education and out-
reach efforts. The following resources, available for
loan from the NMC Lending Library, can assist
churches and other faith institutions in developing
mentoring programs through their congregations.
They may also be useful to community-based pro-
grams that are partnering with faith institutions or
adding faith-based components to existing services. 

Church-Based Mentoring: A Program 
Manual for Mentoring Ministries (United
Way of Southeastern Pennsylvania’s Volunteer 
Centers/Philadelphia One to One, 1994)
This guidebook covers the basics of developing 
and managing a “mentoring ministry” for youth.
Although the structure promoted in the guidebook 
is that of congregation members mentoring congrega-
tion youth, the mentoring relationships it promotes 
are not inherently religious in nature. Instead, the
guide serves as a very efficient blueprint for creating a
program focused on typical “big brother/sister” types
of friendship-based relationships. It does cover the
involvement of the pastor and other church leaders,
especially in the program planning and development
section. A very useful collection of sample forms, job
descriptions, and program policies makes this guide
an excellent starting point for any church or congrega-
tion looking to develop a program from scratch.

Church Mentoring Network: A Program
Manual for Linking and Supporting 
Mentoring Ministries (National Mentoring 
Partnership, 1999)
This manual serves as a companion piece to
Church-Based Mentoring, and focuses on how 
to set up a larger network of mentoring ministries.
The strategies put forth stem from a project in
Philadelphia linking African American churches
that were engaged in mentoring. The network
encouraged the sharing of resources, training ideas,
and program tools across churches, essentially keep-
ing participating churches from “reinventing the
wheel” in the development of their programs. 
The manual outlines the benefits and services of 
an established network and explores the roles and

responsibilities of the planning team, network 
coordinator, advisory groups, and participating 
congregations. It is an excellent resource for faith-
based programs that want to expand their outreach
and partnerships at a municipal or regional level.

Successful Youth Mentoring: 
A Step-by-Step Guide. 24 Practical Sessions
To Impact Kids’ Lives, and Successful Youth
Mentoring 2 (Group Publishing/Emerging Young
Leaders, 1998 & 1999)
These guides for mentors offer a number of 
activities, lessons, and teaching opportunities 
for use in faith-focused mentoring relationships. 
The mentoring activities cover familiar topics such
as goal-setting, accountability, self-esteem, and 
personal development while drawing heavily from
biblical scriptures and traditional Christian values.
Both guides are very thorough and well-organized, 
providing a blueprint for the building of the 
mentoring relationship over time. They might 
not be applicable for many faith-based programs
because of the intensive religious focus, but they 
are perfect for use in programs whose relationships
are structured around Christian teachings.

Intensive Caring: Practical Ways 
to Mentor Youth (Group Publishing, 1998)
This resource is designed to assist a congregation 
in establishing a mentoring program. It covers 
many of the basics of mentoring and how it can be
integrated into a church’s existing youth services 
and programs. It then moves into more practical 
discussions of how to get the program up and 
running, different program models a church might
choose to implement, and different populations 
of youth it may wish to serve. Specific chapters 
are devoted to mentoring young men as they make
the transition to adulthood, using mentoring in 
confirmation, mentoring teen mothers, and using
mentoring for leadership development.

A Companion Way: Mentoring Youth 
in Searching Faith (Saint Mary’s Press, 1998)
This guide focuses on setting up mentoring pro-
grams for youth who are exploring issues of Christ-
ian faith. It details the process for setting up the 
program, complete with information geared toward
both youth and adults as they enter into their rela-
tionship. The exploration of faith is facilitated by a
series of group and one-on-one “sessions” in which
mentors and mentees participate. 

T
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One on One: Making the Most of Your
Mentoring Relationship (Faith and Life
Press/Mennonite Publishing House, 1993)
This is another well-conceived guide for mentors
and program coordinators in “mentoring ministry”
programs. It offers a solid overview of the role of 
a mentor, and tips for establishing the relationship 
and understanding youth. It also offers a number 
of useful forms to aid coordinators in implementing
the program and helpful discussion tools to aid 
mentors in teaching life lessons and values through
scriptures. It would be valuable and appropriate for

use in programs that have an emphasis on biblical
teachings.

Books may be borrowed from the National Men-
toring Center library via interlibrary loan at your
local public library. The collection can be searched
on the NMC Web site at http://www.nwrel.org/
mentoring/library.html. Please contact Resource
Associate Michael Garringer (garringm@nwrel.
org; 503-275-9647) if you have questions about
these or any other mentoring resources. ◆

INITIATIVE: 
continued
from page 16

We are noting patterns that point to the belief that 
in coming years the average age of the youth being
served will continue to drop as younger children 
are increasingly becoming involved in the juvenile
justice system. We are also seeing that a larger num-
ber of young women will be served through these
programs—again, as we are witnessing a rise in the
involvement of young women in the juvenile justice
system. Since most of the sites were developed to
meet the needs of high-risk boys and young men,
they will need to analyze their programs to ensure
they are effectively structured to meet the needs of
high-risk girls and young women.

NMC: If you were talking to a group of
community activists from faith-based and
other community-based, grassroots
organizations, what would be the central
messages you would give them if they
were looking to go down the same road
as your initiative?

Small to mid-sized faith-based organizations and
community-based organizations should consider 
the following essential elements:

Focus on Mission: The organization should have
a clearly defined vision and mission for what it is
seeking to accomplish. Programs are successful when
they are focused, passionate, and diligent and work
daily on fulfilling their mission.

Strategic Planning: A key to focusing on 
mission is engaging in the strategic planning process.
We recommend the establishment of a plan that
clearly outlines the nature of the partnership/
collaboration and the programmatic components.
For each program component, there should be goals
and objectives with short- and long-term bench-
marks, measurable outcomes, and persons responsi-

ble. We further recommend that the sites translate
these goals, benchmarks, and outcomes into an 
operational work plan they can use to guide and
monitor their progress. The work plans should 
be reviewed and updated weekly by leadership and
staff to ensure that the program is on target toward
meeting its goals. 

Collaboration Is Key: Although the individual
organization may not be able to meet all the needs 
of high-risk youth, they might be able to create a 
network of supports that can address the issues 
facing these youth and their families through the
effective use of referral agencies and collaborative
partners. Over the course of this demonstration, 
we found that in several cases there were organiza-
tions in close proximity conducting similar work that
was greatly enhanced by collaboration. By seeking
out partners that have experience and a proven track
record in a particular service area, the strength of 
the overall collaboration is improved. 

Build Sustainability Systems Early: It is never
too early to begin planning for long-term sustain-
ability, particularly financial sustainability. Identify-
ing key stakeholders in the community that can be
champions of the organization early in the process 
is critical. A long-term sustainability plan should 
be developed early in the process to seek out local
funding streams and potential revenue-generating
service contracts. Organizations should be sure to
build a diversified financial plan, including individu-
als, corporations, foundations, congregations, wills,
estates, and trusts.

You can learn more about P/PV’s faith-based 
initiative in their most recent report, Moving
Beyond the Walls: Faith and Justice Partnerships
Working for High-Risk Youth, which can be 
downloaded from the Web at: http://www.ppv.org/
content/faith1.html. ◆

RESOURCES:
continued
from page 18
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New NMC Guidebook Offers Overview 
of Program Development

The National Mentoring Center has just released Foundations of Program Success: A Guidebook 
for Mentoring Programs. This guide—the Center’s most comprehensive publication to date—
systematically defines the components essential for successful mentoring programs of all shapes and sizes.

The guide draws upon the national evaluation of Juvenile Mentoring Programs, the body of mentoring
research and program development literature, and the Center’s experience as a technical assistance
provider to identify 31 separate program elements across five broad categories of program design:

◆ Strong agency capacity for service delivery

◆ Effective program practices

◆ Strong formal partnerships and informal collaborations

◆ Sustainable resource development and funding

◆ Useful program evaluation

Most mentoring research indicates that programs which lack this foundation for service development and delivery are at a greater
risk for program failure and are less likely to meet program goals. 

In addition to discussing each program component, the guidebook provides self-assessment questions to help users think through 
each aspect of program design and implementation. Also included are recommended resources that can assist in the development 
of the program. The guide is designed to cover all the key elements of running a program, while also being flexible enough for use
across a wide variety of program models, including community-based, school-based, faith-based models.

Copies may be downloaded from the NMC Web site, www.nwrel.org/mentoring/foundations.html 
Print copies can be ordered by calling the Center at (503) 275-0135.





Before being a mentor or looking for a mentor, be clear about: 

 

What are the goals for that mentoring relationship?  

When setting goals, take into consideration your passion, values and 

abilities.  

 

 



This is  simple way to think about the mentorship process.  

 



The best way to find a mentor is to ask someone to be your mentor.  

Even if they say no to you, they will know that you admire and respect 

them enough to be your mentor.  



A mentor can assist you in these ways 

If you are a mentor, these are the things expected of you  

 

 



The role of a mentor generally requires to: 

 

 

The mentor should value you as a person, because sometimes people 

have a mentor that isn't helping them, who doesn't’t think well of them; 

maybe they are doing out of a sense of obligation or out of their own 

sense of importance and that is a problem. If you find yourself on that 

side of a mentor relationship, then end it nicely because it is not doing 

you any good. If you find yourself working with a person who you are 

mentoring  who you cant develop respect for that person, you might 

want to help them find another mentor. 

 

Your mentor should respect and trust you and you should respect and 

trust your mentor.  

 

It is important to maintain confidentiality, so both of you can talk about 

what’s on your mind and know that it won’t leave the room.  



 

A good mentor should l

It is good to have emotional intelligence, not just knows the facts but also 

can read people and has good communication skills  

 

A good mentor should 

 

You want someone who 

 



The role of a mentee:  

 

 First of all, it is your job as mentee to drive the relationship, that means 

you are the one who makes sure to maintain contact, you are the one 

who sets up the next appointment. 

 

You come prepared with your goals, while together you set milestones 

and you track them, if you set timelines, you track them. You can’t 

expect your mentor to do that for you.  

 

Be a resource partner to your mentor, there are things that you know 

that could be of value to your mentor. Be aware of information or 

resources that you have that you could use to help your mentor. It 

should be mutually beneficial.  

 

You need to be a continuous learner, if you want to have a good 

mentoring relationship, you need to follow your mentor’s advice (not all 

the time)  



 

One way you can demonstrate this continuous learning is to learn the tools, 

tips and tactics of your profession, so whatever it is that you want to excel at, 

you can learn from your mentor what it is you need to do to be successful. 

 

You should not blindly follow their advice, but you should at least engage with 

it, you shouldn’t just dismiss it.  

 

You stay in contact with your mentor and you monitor the relationship, if you 

feel there is tension building up, if something isn’t feeling right then you break 

it up.  

  



Ways to communicate with your mentor: 

 

You should identify the right channels of communication, phone call, 

text, Facebook, email or face-to-face. What is the way both of you want 

to communicate?  

 

Check in with your mentor once a quarter, check in and have a 

meaningful engagement at least once a year. This is not enough if you 

are an academic advisor, but if you are talking to someone who is 

extremely busy like a national leader or a faith leader, you can’t expect 

them to be talking to you every minute. Butt you do want to be in touch 

a few times a year so they know that you are there and then have a 

meaningful meeting with them once a year to have a serious 

conversation about where you are and what your gaps are and how 

they can help you with advice, guidance or advocacy.  

 

You have to plan that meaningful engagement to make sure it happens. 

A great place to do this is conferences, if you are at a conference and  



you know they will be there, then set an appointment to sit down with them.  

 

 

 

 



In the previous slide we discussed how to communicate with your 

mentor, this time we are focusing on what to communicate to your 

mentor.  

  

How can my communication add value to my mentor, think to yourself, 

is there something that I can say that will add value to them and how 

can my communication improve the partnership? Make sure you are 

communicating values.  

 

You can give information about yourself, if you see new information 

about your mentor then you want to congratulate them, any information 

that could help your mentor or if there is an action item.  

 

It is nice that you say hello, but its better if you can add value on your 

communication.  



There are  benefits to being a mentor: 

  

It is expanding your network and gaining new information, pass along 

what you are learning, and to improve your team or organization.  

 

These are some of the reasons why it is important to be a mentor.  
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B U I L D I N G  S T R O N G  C O N N E C T I O N S  H E L P E D
M E  B U I L D  A  S T R O N G  T E C H  S TA R T U P

When I was 10-years-old, I left Miami. Even at that young age - before the internet even
existed - I didn't want to lose the relationships I worked so hard to build while in Florida. So
I'd pick up the phone and call all my friends to stay in touch.

Over 25 years later, I'm still keeping in touch.

Some people collect things. I collect people. That's how I
run business.

My desire to build strong connections as a kid translated into my networking skills as an
adult. When I network, I don't befriend someone at an event just so I can collect their
business card and add them without permission to my mailing list ... and then send them my
company newsletter every month.

That's not authentic. And for me, just a waste of time. When I network, I think of people I
meet in three buckets: 

(//www.getsidekick.com/blog)

  SUBSCRIBE
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Understanding each of these relationship buckets
ultimately handed me the people I needed to launch and
grow my own startup.

From 2010 to 2013, I launched and ran Blurtt, an iPhone app that helped people better
communicate. And my success and growth during those three years were greatly attributed
to the people who helped me along the way. Let's jump into each of three buckets further.

 Aspirational Contacts

These are people who:

✔ I admire because they've achieved some level of success in their
life.
✔ Are typically older than me by 10-40 years and serve as a
sounding board.
✔ I can sometimes ask for help with an introduction or general

advice. 

Our Relationship: It's difficult to have a symbiotic relationship with aspirational contacts
because in many ways I feel like there's not much I can offer them as they have it all –
career, money, success. But I can offer them loyalty and the occasional holiday card or
check-in email(http://www.getsignals.com/blog/just-checking-in-follow-up-email?

http://www.getsignals.com/blog/just-checking-in-follow-up-email?__hstc=254322903.41f060ab6d9e515cbae1207bf8ca994d.1420208304234.1420208304234.1420208304234.1&__hssc=254322903.1.1420208304235&__hsfp=3983085375


__hstc=254322903.41f060ab6d9e515cbae1207bf8ca994d.1420208304234.14202083042
34.1420208304234.1&__hssc=254322903.1.1420208304235&__hsfp=3983085375) to
keep them updated on my progress. These contacts give me the advice and introductions I
need to grow my business and career in various ways.

 Peers

These are people who:

✔ Are at the same level of success as me or are working hard to be
successful.
✔ I can partner with on projects or brainstorm new ideas with.
✔ I get as much in return as I give them.

Our Relationship: These relationships I try to make as symbiotic as possible. With these
relationships, I'm actively listening to understand what they're working on and how I can use
my network to help them. Sometimes this includes introductions to aspirational contacts or
other peers. In return, these peers can work directly with me on new business ideas. I don't
give for the sake of getting, but if I give to someone and all they do is take, I need to cut the
relationship off and spend my energy elsewhere.

 Acquaintances

These are people who:

✔ I have to be cordial with.
✔ I haven't had the opportunity to get to know well.
✔ Interactions I've had with them have not always left a good
impression.

Our Relationship: Sometimes you need a little diplomacy 101 to get through a conversation
with these folks. I really try to limit the amount of time and energy I invest with them. But I
keep them in good standing because they may one day rise to my peers or aspirational
contacts bucket. They may be able to provide me with value that I have yet to understand.
For now, we'll stay in touch.

I'll admit, each of these buckets require an investment of
energy ...

http://www.getsignals.com/blog/just-checking-in-follow-up-email?__hstc=254322903.41f060ab6d9e515cbae1207bf8ca994d.1420208304234.1420208304234.1420208304234.1&__hssc=254322903.1.1420208304235&__hsfp=3983085375


  Done! But why stop here? Become a full-time hustler by reading our next post in this

series.

 
Building Strong Connections Helped Me Build A Strong Tech Startup

 
Referral Email Introductions Increase Connect Rates 40%

(http://www.getsidekick.com/blog/referral-email-introduction-increase-

connect-rates)

 
Adding Personality Increased My Email Response Rate 50%

(http://www.getsidekick.com/blog/personality-increase-email-response-rate)

Enjoyed this post? Click below to invite your inner circle to

subscribe, too.

... but I've learned that people want to do business with people / companies they trust. And I
build trust by investing energy into building authentic connections. 

This networking categorizing has helped me along my career - from working at Goldman
Sachs to running my own tech startup to leading business development at Dialexa in
Boston. The connections I've made along the way have always propelled me forward.
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Written by Jeanette Cajide(http://dialexa.com/)
Jeanette works at Dialexa, helping venture-backed startups / Fortune 100

companies bring their ideas to life. She's also a recovering entrepreneur and

has previously worked for Goldman Sachs, Accenture & Merrill Lynch. She

holds degrees from Harvard University, Northwestern University & University

of Texas at Austin.
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Harout Katerjian  8/12/2014, 11:13:32 AM

As an observation, the word "I" is used 43 times in this short blog. For someone who puts

relationships in high regard it's surprising to find such a dense use of this personal pronoun.

http://www.getsidekick.com/blog
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Jeanette Cajide  8/12/2014, 11:27:42 AM

Thanks Harout for taking the time to read and comment. I am not sure how I can re-write

this blog post without "I" since it's a post about how "I" built my network. The blog post

came about because someone asked me how I built my network and I explained to them

my method for building a network. I was just hoping to help others think about their

networks differently by sharing how "I" go about building my own network. I am sorry you

did not find it helpful. Best of luck to you.

Nancy(http://www.Relationshipswithnancy.com)  8/12/2014, 12:17:31 PM

I found this post to be very informative. When we are sharing our own experiences and

what works best for us it is necessary to use the word, "I". In fact your blog post is a

save it and refer back to it post. The 3 points will assist me in accessing my current

relational network.

George  8/12/2014, 10:27:08 PM

Well Harout, it sounds like you just made the "Acquaintances" bucket, if even that. At

least you read it, it shows that you WANT to work on your communication skills.

However, next time instead of focusing on how many time the word/letter "I" is used,

you might find more fulfillment by focusing on the overall message of this post. Thanks

for sharing, Jeanette. 

George

Annie Tevelin(http://Www.skinowl.com)  10/22/2014, 10:26:02 AM

Amen!

Deepak Rangaswami  8/12/2014, 6:33:37 PM

http://www.relationshipswithnancy.com/
http://www.skinowl.com/


*Full Disclosure: I was a classmate of Jeanette's at Kellogg.* 

Jeanette, you did a great job describing a simple framework that all of us should follow.

Stratifying our contacts into the three categories will allow us to optimize our time and still

maintain crucial relationships. 

The typical person ends up meeting the same folks day-in and day-out and fails to focus on

building their network (I am guilty of the same). We tend to reach out to our contact list only

when we are searching for a job and might end up getting only a lukewarm

recommendation/reference if the relationship has gone cold. 

Networks are important especially these days when a lot of the jobs/opportunities esp. in the

tech world come through recommendations (through LinkedIn or otherwise).

Jeanette Cajide  8/13/2014, 4:03:28 PM

Hi Deepak! I definitely try to avoid contacting people only when I need something from

them. If you keep in touch with people regularly, then when you need to contact them its

not out of left field. I don't mind helping people even those I don't speak with often (and it

happens) as I feel that is why we went to graduate school -- the affiliation alone should (in

theory) be enough to get a few minutes of someone's time. Some schools do this better

than others. Graduate school is about getting access to a network you wouldn't be able to

access otherwise. At least that is the way I always viewed it because I cannot justify the

expense otherwise. I learned more doing a startup than I ever did in school. School of hard

knocks. =)

Michael Sabat  8/12/2014, 9:36:59 PM

Hi Jeanette, 

Thanks for writing this. It's an interesting take and one that I hadn't heard before. Do you use

any apps or contact managers to help organize contacts into these categories? I thought that

Blurtt may help with this, but couldn't find it in the app store. I'm looking for something personal,

not business (CRM) contacts. 

Thanks



Jeremy Laurin(http://www.conduitoffice.com)  8/13/2014, 1:27:01 PM

Michael, have you considered how Linkedin can assist in this regard? Look at the new way

they are organizing contacts, you can add notes, relationship details, and other info that

you hold privately. This also gives you the added advantage of seeing into their network

which may lead to additional opportunities to connect with others.

Jeanette Cajide  8/13/2014, 3:56:33 PM

Hi Michael, Jeremy is right. LinkedIn is a great tool & that is what I use mostly for Peers and

Acquaintances. The problem is that LinkedIn doesn't allow you to enter in their phone

number so if I connect with someone on LinkedIn & I have their business card, I need to

store their number as well. If its a high value contact (someone I'd want to call someday)

then I enter into Google Contacts. Otherwise I use LinkedIn. For Aspirational Contacts, most

of them don't really use LinkedIn as they don't need to put themselves out there much, I

have that in my Google Contacts as well. The great thing about Google Contacts is it syncs

to the cloud and your phone so even if you lose your phone you aren't doing the "hey I lost

my phone, can you re-send me your number" thing.

Michael Sabat  8/13/2014, 4:49:35 PM

Hi Jeremy and Jeannette, 

Thanks for the thoughts, but Linked in would work for me well for this. I'm thinking

much more of a contact manager/personal CRM. I'm really interested in being able to

segment, reminders and even make notes on contacts >> leaning much more towards

hubspot or salesforce than LI. Linkied In is a social network, I'm interested in a CRM. 

I searched in the app store and couldn't find anything either.

Jeanette Cajide  8/13/2014, 5:22:19 PM

Hi Michael, it's mind blowing to me that a startup has not been able to disrupt this

space. I did a quick google search of CRM tools that integrate with Hubspot - and

http://www.conduitoffice.com/


some of the ones I know are on this list. You should check it out.

http://www.impactbnd.com/blog/top-12-crms-you-can-integrate-with-hubspot

Jeremy Laurin(http://www.conduitoffice.com)  8/14/2014, 9:59:56 AM

From your original comment you specifically said you were looking for something

not a CRM, thus my suggestion. I'm not being defensive, just a little confused by

that. 

Anyway, a quick google search for "personal crm" resulted a few: 

Mingly 

Five Hundred Plus 

Nimble 

Cheers.

Rackham Karlsson(http://www.zephyrlaw.com)  10/22/2014, 3:50:22 PM

This is a huge need for small business and solopreneurs. There's a site called

Contactually that purports to do this (it even uses the term "buckets"), but I found it

to be too buggy for prime time use. It seems that just about any CRM could be

customized to work as a "Personal Relationship Manager," if it provides automated

follow-up reminders based on time from last touch — this would ideally be

configurable at the list/bucket level. I've put in a request for this feature to be

added to the HubSpot CRM.

Rick Roberge(https://www.linkedin.com/today/author/197161)  8/13/2014, 5:57:04 AM

Jeanette, I liked the post a lot and agree with the bucket idea and it works well as long as

aspirationals agree to be aspirational and acquaintances know how to be acquaintances. Don't

you think you need a 4th category? My guess is that sometimes you meet people that look up

to you, i.e. you are their "Aspirational Contact". They're not really your peer, but they'd like to be

more than an acquaintance. Maybe something like "aspiring contacts"?

http://www.conduitoffice.com/
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Jeanette Cajide  8/13/2014, 4:21:08 PM

Rick, I've never thought of myself as an aspirational contact but if someone looks up to me,

I end up taking on the role of mentor or advisor so I think you are right, that would be a 4th

category but its not exactly a 'build your business network' contact. Maybe eventually there

is more of symbiotic relationship but for these types of contacts, I view it more as me

volunteering my time to help the future generation of leaders -- as typically there is a wide

age or experience gap.

Abir Bhattacharjee  8/14/2014, 1:26:12 AM

Nicely arranged. good to read

Phil Eisaman(http://www.americanspice.com)  10/22/2014, 9:14:42 AM

You wrote a great article. You expressed a great concept in relationship building. We often times

leave relationships uncultivated when time and distance are put between them. Thank You I

look forward to your next piece!

Marilyn Jones(http://www.mysyntekworld.com)  10/22/2014, 9:34:41 AM

Definitely some food for thought there, Jeanette. Great article and I will be applying the tips you

give too. I love people...and getting to know them...where they come from...their hopes and

dreams. 

It's true what they say, that the most rewarding aspects of Network Marketing are the

relationships that you build - both business-wise & personally. 

It's the excitement of reaching out to someone new from the other side of the world (or even

from your own country) and realizing that somehow we really are all connected.

Amarjit Kapur  10/22/2014, 1:49:13 PM

How do you keep in touch? Do you organise something in calendar and say, OK, this list, I will

http://www.mysyntekworld.com/
http://www.americanspice.com/


email or send postcard to.

Seth Fischer(http://BBQPelletsOnline.com)  10/29/2014, 2:05:57 PM

I actually use Contactually. It really is a fantastic tool and I haven't found it particularly buggy. It

integrates contacts from both Google Contacts and LinkedIn. It also has a lot of other things you

can if you connect it to Contactually. That being said, it's not free. I see how you could easily

setup buckets (it's what they call it too) for tracking these types of contacts and even "Scale

Mailing", which is mail merging with templates to send out personalized emails to groups and

such . 

It has a lot of things built in to let you know when people change jobs on their LinkedIn profile

and have work anniversaries. It also has some items I've never used like an Introduce function

to quickly and easily connect 2 of your contacts. Overall, it's very good.
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Choosing Confidants

 “I 
coulda’ been� a contender,” erupts 
Marlon Brando, as the former boxer and 
dispirited dockworker Terry, in the icon-
ic scene from On the Waterfront. “I coulda’ 

been somebody. Instead of a bum, which is 
what I am—let’s face it.” Terry is unloading 
his anguish on his brother Charley, the key 
figure in his undoing, played by Rod Stei-
ger. It makes for great drama: two siblings 
wrestling with regret, accusation, and a life-
altering mistake that still haunts them both.

That’s how it happens in the movies. In 
fact, such film scenes may have helped per-
suade us that we all act this way, sharing 
our feelings about the most important as-
pects of our lives with the few people 
we know best: family, lovers, close 
friends. Yet recent research on social 
networks by Mario Luis Small, Graf-
stein Family professor of sociology, 
suggests that in reality, our interac-
tions often don’t fit this model at all. 
“We believe that we only talk about 
important matters with people who 
are important to us,” says Small. “I be-
lieve that is wrong.”

Small built his reputation with 
studies of urban poverty like the 2004 
book Villa Victoria: The Transformation of 
Social Capital in a Boston Barrio, which 
grew from his Harvard doctoral dis-
sertation. He spent eight years at the 
University of Chicago before return-
ing to Harvard in 2014. He’s currently 
at work on a book that analyzes how 
people mobilize their relationship 
networks when seeking social sup-
port. Two recent papers he published 

in Social Networks shed light on the ques-
tion.

“How do people decide whom to talk to 
when they are under stress and need sup-
port?” asks Small. “This could be acute 
stress, of the ‘I need help now’ variety, or 
a persisting problem like, ‘I have been de-
pressed for three weeks.’ It doesn’t imply 
a material request—just the need to talk 
and have someone listen. I’m probing hu-
man motivation and how people think 
about their networks.”   

Sociologists call the set of friends and 
family members people turn to when they 
want to talk out important matters the 

“core discussion network.” Its size aver-
ages about three people, and for 20 percent 
of the population, this network, sadly, in-
cludes no one. For nearly 30 years, social-
network researchers have argued that each 
person’s closest, strongest ties comprise 
the core discussion network, but no one 
has empirically tested that assumption.

Small analyzed data from an online sur-
vey of 2,000 adults selected to represent 
the national U.S. population. Half the re-
spondents were asked to identify their 
core discussion partners, but the other 
half were asked to “recall the last time 
they discussed a matter that was impor-
tant to them. They were then asked to 
report on the topic they talked about and 
the person they talked to,” writes Small. 
They were also asked to report whom they 
were close to. These data produced the 
finding that 45 percent of confidants were 
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people whom the respondents did not 
consider personally important; they were 
often not the family and close friends social 
scientists thought them to be. Instead, a 
confidant might well be a barber or beau-
ty-salon employee, a bartender, a therapist 
(either physical or psychological), or a 
trainer at the gym; they are priests, rabbis, 
doctors, and financial advisers. People of-
ten selected confidants because they were 
knowledgeable on the subject (e.g., doc-
tors, nutritionists, financial planners). At 
other times, the chosen confidants simply 
happened to be available at the time peo-
ple felt the need to discuss a given topic.

“In fact, we often avoid using people 
who are close to us as confidants,” Small 
explains, “exactly because they are impor-
tant to us.” For one thing, a troublesome 
issue might concern that potential listener 
directly: one classic case is an extramari-
tal affair. Another obstacle can arise if the 
discussion would worry the confidant: “A 
graduate student running short of money 
might not talk about this with his parents, 
out of fear of worrying them,” says Small. 
Third, people have more at stake in how 

important others see them. “If you are 
close to your sister, you don’t want to talk 
with her about some borderline-unethical 
action you are considering,” he explains. 
“You care a lot about her opinion of you.” 
And fourth, people avoid confiding in oth-
ers because, inevitably, word gets around 
to someone else: in Small’s formulation, 
“Amy won’t talk to Bob about this, because 
then it will get to Charles.” 

Core discussion networks, Small says, 
also depend to a significant degree on the 

organizations to which people belong. 
“You could imagine your life as a series 
of places you frequent, and spend time in 
regularly—schools, mosques, gyms,” he 
says. “These are the contexts where people 
are actually interacting with others. As 
sociologists, we know a lot about social 
structure. It’s time to start learning a lot 
about interaction.” vcraig lambert

mario luis small website:
www.mariosmall.com 

g R o u N d i N g  a b s t R a c t i o N

Thinking Conceptually

W
hat makes learn�in�g so 
difficult is that no mind—
even a young one—is a 
blank slate.

Children under the age of five, for exam-
ple, think that the wind and sun are alive, 
but that plants aren’t. They confuse signs 

of movement with signs of life; they think 
that inanimate things are dead. They can’t 
disentangle what it means to be alive from 
what it means to be real, to exist, or to be 
visible. When they talk about the body, 
they might say that the heart is for beat-
ing, and the lungs for holding air, but not 
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Welcome to the new HBR.org. Here’s what’s new. Here’s an FAQ.

INFLUENCE

How to Build Your Network
by Brian Uzzi and Shannon Dunlap

FROM THE DECEMBER 2005 ISSUE

I

The Networks of Paul Revere and William Dawes

Paul Revere’s social network connects multiple clusters of people who are
linked through Revere himself, while William Dawes’s network is just one big
cluster. It’s easy to see why news carried by Revere would reach a wider
audience than news carried by Dawes.

f you were to ask your colleagues, “Who was Paul Revere?” most would probably know the answer. He was, after all, immortalized in the

Longfellow poem that begins, “Listen, my children, and you shall hear of the midnight ride of Paul Revere.” Yet how many of your colleagues,

students of American history aside, would be familiar with William Dawes? Both men rode on horseback from Boston on the night of April 18,

1775. Both sounded the alarm that the Revolutionary War had begun. Dawes rode south while Revere rode north, but the towns they traveled through

were demographically similar. Both men came from the same social class and had similar educational backgrounds. But only Revere raised a militia,

and only Revere’s name became famous. What accounts for the difference? In large part, the type of social network each man cultivated.

Paul Revere was an information broker, a person who occupies a key role in a social network by connecting disparate groups of people. Because Revere

targeted other well-connected people during his ride, his news spread widely and quickly, as explained in Malcolm Gladwell’s The Tipping Point, for

example. William Dawes was not an information broker, so he didn’t know which doors to knock on when he entered a new town. As a result, the

information he carried was circulated within a small group of people instead of expanding outward. (See the exhibit “The Networks of Paul Revere and

William Dawes.”)

Now imagine that the information being ferried by messengers isn’t about

redcoats but about a new product idea or a different way to manage a team.

If that information isn’t delivered to the right people, it will wither and die.

For example, before Microsoft was a household name, Bill Gates had a

singular distinction in his network—his mother, Mary Gates, who sat on the

board of United Way with John Akers, a high-level IBM executive. At the

time, Akers was helping to lead IBM into the desktop computer business.

Mary Gates talked to Akers about the new breed of small companies in the

computer industry, which she felt were underappreciated competitors of

the larger firms with which IBM traditionally partnered. Maybe she

changed Akers’s vision of who to go to for the new IBM PC’s DOS, or maybe

her comments confirmed what he already knew. In either case, after their

conversation, Akers took proposals from small companies, one of which

was Microsoft. The rest is history: Microsoft won the DOS contract and

eventually eclipsed IBM as the world’s most powerful computer company. Without Bill Gates’s potent network, a sensational new operating system

might have faded into obscurity just like William Dawes.

Studies have shown the same correlations between networks like Paul Revere’s and success in various commercial ventures. Networks determine

which ideas become breakthroughs, which new drugs are prescribed, which farmers cultivate pest-resistant crops, and which R&D engineers make the

most high-impact discoveries. In a monumental 1998 study of innovations in science, art, and philosophy, sociologist Randall Collins of the University

of Pennsylvania showed that breakthroughs from icons such as the seven sages of antiquity, Freud, Picasso, Watson and Crick, and Pythagoras were the

consequence of a particular type of personal network that prompted exceptional individual creativity. In fact, Collins could find only three exceptions

in all of recorded history: Taoist metaphysician Wang Chung, Zen spiritualist Bassui Tokusho, and the Arabic philosopher Ibn Khaldun.
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In this article, we’ll take a close look at the inner workings of networks. We’ll also show you how to diagnose your current network, create a more

potent one, and then actively manage it.

A Powerful System

Networks deliver three unique advantages: private information, access to diverse skill sets, and power. Executives see these advantages at work every

day, but might not pause to consider how their networks regulate them.

When we make judgments, we use both public and private information. These days, public information is easily available from a variety of sources,

including the Internet; but precisely because it is so accessible, public information offers significantly less competitive advantage than it used to.

Private information, by contrast, is gathered from personal contacts who can offer something unique that cannot be found in the public domain, such

as the release date of a new product, unpublished software code, or knowledge about what a particular interviewer looks for in candidates. Private

information, therefore, can give top executives an edge, though it is more subjective than public information because usually it is not verified by an

independent party, such as Dun & Bradstreet. Consequently, the value of your private information to others—and the value of others’ private

information to you—depends on how much trust exists in the network of relationships.

Lisa Bristol (not her real name) is the president of a financial institution in the mortgage-lending industry. Historically, her firm had hesitated to share

private information with potential alliance partners for fear of appropriation or misinterpretation. Bristol realized, however, that when she began

developing trust with them through trade shows and informal shared activities, private information started to flow in both directions. This helped

Bristol solve problems and develop financial strategies more efficiently than when she relied solely on public information, which most of her

competitors also possessed. For example, the public information concerning her industry indicated that success was based on price points. But,

through her network, Bristol became one of the first executives to piece together the features of her industry’s new competitive driver: She learned that

some companies had been experimenting with value-added services and that they were achieving greater success than companies that relied on price

points. By using this information, she was able to position her company at the forefront of this trend and capture market share before other companies

attempted to move into the niche.

The next advantage that a network like Paul Revere’s confers is access to a diverse array of skill sets. Linus Pauling, one of only two people to win a

Nobel Prize in two different areas and considered one of the towering geniuses of the twentieth century, attributed his creative success not to his

immense brainpower or luck but to his diverse contacts: “The best way to have a good idea is to have a lot of ideas.” While expertise has become more

specialized during the past 15 years, organizational, product, and marketing issues have become more interdisciplinary, which means that individual

success is tied to the ability to transcend natural skill limitations through others. Highly diverse network ties, therefore, can help you develop more

complete, creative, and unbiased views of issues. And when you trade information or skills with people whose experiences differ from your own, you

provide one another with unique, exceptionally valuable resources.

The final advantage of a network like Paul Revere’s is power. Traditionally, executive power was embedded in a firm’s hierarchy. When corporate

organizations became flatter, more like pancakes than pyramids, that power was repositioned in the network’s information brokers, who could adapt to

changes in the organization, develop clients, and synthesize opposing points of view. These brokers weren’t necessarily at the top of the hierarchy or

experts in their fields, but they linked specialists in the firm with trustworthy and informative ties.

Most personal networks are highly clustered—that is, an individual’s friends are likely to be friends with one another as well. Most corporate networks

are made up of several clusters but with few links between them. Brokers are especially powerful because they connect the separate clusters, thus

stimulating collaboration and exploiting arbitrage among otherwise independent specialists.

When Bristol actively expanded her network to include people whose expertise and positions differed from her own, she could link with brokers in her

own field as well as in other areas that were strategically important to mortgage lending. These ties spurred creative problem solving and prompted

invitations for Bristol to speak at industry events that valued and showcased forward thinkers. Soon, she earned a reputation for spotting promising

innovations in their preview stages. Informal post-talk discussions spilled over into formal office discussions, and Bristol went on to lead an advisory

group made up of ten high-level financial executives. Bristol didn’t need to change her work style fundamentally or develop an entirely new expertise

to achieve this success. Rather, she used her new network to turn what she already knew into power, both individually and for her firm.



How to Map Your Network

This exhibit reveals part of coauthor Brian Uzzi’s completed work sheet. At
the top of his list, for example, is Mark Granovetter, who was Uzzi’s graduate
school adviser. Granovetter shares his research with Uzzi before it reaches
the public domain and reads Uzzi’s papers before they’re sent out for review.

The work sheet also reveals that Uzzi’s superconnector is Steve Alltop. He
introduced Uzzi to both Greg Duncan and Henry Bienen, who are individually
vital to Uzzi’s network.

The Importance of Brokers in Companies

Panel A shows that social networks are typically separate clusters—friends
of friends are also friends with one another, and they share similarities with
the creator of the network, creating what we call an echo chamber.
Friendship clusters within companies are no different from friendship
clusters outside work. But Panel B shows how brokers within companies can
connect the specialized pools of knowledge by linking independent clusters
together—giving every member of each cluster better access to other parts
of the companywide network.

Sometimes, however, the advantages of private information, access to diverse skill sets, and power, can work in opposition to one another. Choosing

contacts to maximize a sense of trust in your network, for example, can inadvertently undercut its diversity—that’s what thwarted William Dawes’s

network. You can avoid the pitfalls, but first you must learn how to diagnose your network.

Diagnose Your Network

You can use a work sheet like the one in the exhibit “How to Map Your Network” to determine what type of network you currently have, discover how

your networking practices can lead to one kind of network or another, and overcome the key paradoxes of network building. Starting with the left-hand

column of the work sheet, fill in the names of the most important contacts in your network—people you rely on for the exchange of private

information, specialized expertise, advice, and creative inspiration. A crucial contact could be your former college roommate who has become

influential in an area of interest to you and your firm, a current business associate, an old colleague from the first company you ever worked for, or your

brother-in-law. As you write in each name, think of the resources you exchange with that person, the quid pro quos, and the strength of your ties.

After you identify your key contacts, think about how you first met them.

In the center column of the work sheet, write the name of the person who

introduced you to your contact (if you met the person yourself, write

“me”). This column will reveal the brokers in your network and help you

see the networking practices you used to connect with them. In the right-

hand column, write the name of someone you introduced to your key

contact. This column will demonstrate how you act as a broker for others.

Once your data is filled in, look at the number of times “me” appears in the

center column. According to our studies, if you’ve introduced yourself to

your key contacts more than 65% of the time, then you’re probably

building your network using the self-similarity principle and your network

may be too inbred. The self-similarity principle states that, when you make

network contacts, you tend to choose people who resemble you in terms of

experience, training, worldview, and so on. We have found that executives,

in particular, disproportionately use the self-similarity principle to build

their networks. Obviously, it is easier to trust someone who views the world through the same lens you do; you expect that person to act as you would

in ambiguous situations. What’s more, working with people who share your background is often very efficient: You both recognize concepts that allow

you to transfer information quickly, and you are less likely to challenge one another’s ideas. Finally, like-minded people will usually affirm your point

of view and, as a result, gratify your ego.

Our research shows, however, that these benefits offer diminishing returns—and can even turn negative. Too much similarity restricts your access to

discrepant information, which is crucial to both creativity and problem solving. If all your contacts think the way you do, who will question your

reasoning or push you to expand your horizon? And because, over time, people tend to introduce their contacts to one another so that everyone

becomes friends, the similarity of thought and skill reverberates, creating what we call an echo chamber. (See the exhibit “The Importance of Brokers

in Companies.”)

The self-similarity principle contains pitfalls, however, and even strategic

thinkers can be oblivious to them. An excellent illustration comes from

Columbia University management professors Paul Ingram and Michael W.

Morris. They conducted a study in 2002 to investigate whether executives

in the process of making new contacts would fall prey to the self-similarity

principle. As part of Columbia’s executive MBA program, students were

invited to a “business mixer” for a chance to meet new people. At the
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time, then your network may be too inbred.



event, each student wore an inconspicuous electronic device, similar to

ones used by a local dating service, that recorded who they talked to and

for how long. A survey taken before the event indicated that the

executives’ primary goal was to meet as many different people as possible.

In practice, however, the students formed new ties with others who were

most like them—the investment bankers connected with other investment

bankers, the marketing executives talked to other marketing executives,

and so on. The most successful networker that evening, in fact, turned out

to be the bartender.

Another obstacle to diversity in networks is the proximity principle, which holds that workers prefer to populate their networks with the people they

spend the most time with, such as colleagues in their department. The reason this principle works against building efficient networks is that the world

is organized by like things—people with the same training tend to be in the same department, just as people with similar backgrounds tend to live in

the same neighborhood. If you follow your natural tendencies and build networks according to the proximity and self-similarity principles, you will

create echo chambers in your network and reduce opportunities to enrich your networks with greater diversity.

Forge Better Connections

The best way to break through the barriers created by the self-similarity and proximity principles is by using the shared activities principle. Potent

networks are not forged through casual interactions but through relatively high-stakes activities that connect you with diverse others. Think again

about Bill Gates. Schmoozing didn’t connect Mary Gates with IBM’s Akers; rather, their trust, exchange of private information, and access to each

other’s diverse skills were by-products of their work on the same nonprofit board—a shared activity. Any executive can participate in and benefit from a

variety of shared activities, including sports teams, community service ventures, interdepartmental initiatives, voluntary associations, for-profit

boards, cross-functional teams, and charitable foundations.

The secret to understanding the power of shared activities in building networks begins with recognizing that not all shared activities are equally

potent. Like Gates and Akers’s work on a nonprofit board, activities that evoke passion in participants, necessitate interdependence, and have

something at stake are more likely to produce networks like Paul Revere’s. Someone who cares passionately about an activity will find a way to fit it

into his or her busy schedule. And reliance on others to get the job done can build trust quickly, even among diverse individuals. Finally, having

something at stake—competing for a prize, breaking a personal record, or achieving a long-term goal—provides opportunities for celebration and

commiseration, both of which generate bonds of loyalty that sustain a relationship over time. Consequently, in terms of building your network, an

independent activity such as running won’t help you nearly as much as joining a running club. And you’ll form the strongest ties with other runners in

a club when you train with them for a race.

Shared activities bring together a cross-section of disparate individuals around a common point of interest, instead of connecting similar individuals

with shared backgrounds. They let you observe your contacts in a wide range of situations. Participation in a shared activity allows for unscripted

behaviors and natural responses to unexpected events—things that rarely show up during business lunches or office meetings, where impressions are

managed and presentations are carefully rehearsed. Moreover, because these responses are spontaneous, they are more likely to be perceived as

genuine, stable attributes of character that apply not only to the current activity but to other pursuits as well, including commercial endeavors. And

because the opportunities for celebration and commiseration generate bonds of loyalty, these diverse individuals can enjoy close working relationships

that they might not otherwise have formed.

Todd Reding, a client development executive for nonprofit firms, has witnessed the benefits of shared activities firsthand. Whenever he can, he meets

with potential donors through shared activities that are outside a typical business setting. In one instance, Reding expressed interest in a potential

donor’s passion for competitive waterskiing. The donor invited Reding to try it himself, then spent several hours coaching him through a challenging

slalom course, shortening the rope to the boat after each run so that Reding’s turns became sharper and faster. Despite the differences in their

backgrounds, the men quickly began to trust each other as they observed their reactions to unexpected events and shared the emotional roller coaster

of failing—and then getting it right.

 



Case Study: How to Fix a Networking Slump

Everyone experiences a lull at some point in his or her career. One way to
jump-start your resurgence is to examine your social network for clues about
how to get back on track.

Margy Stratton had hit her slump and knew something had to change. A vice
president at a manufacturing company, Stratton had been logging more and
more hours in her office, but didn’t feel like her career was improving. In
fact, things seemed to be getting worse. She had stopped getting calls about
the kind of projects that she cared deeply about and that energized her
creativity at work. She felt disconnected from the community.

When Stratton filled out our network work sheet, she saw interesting
patterns emerge. First, she recognized that many of the names in the left-
hand column were board members from nonprofit organizations she had
been involved with. However, she had stepped down from two of her three
board positions 18 months ago, to be more visible at work.

One look at the center column revealed Stratton’s broker; Corina Johnson’s
(not her real name) name appeared in nearly one-third of the spaces.
Johnson was dynamic and seemed to know everyone. She was the kind of
person it was impossible to say no to—which is how she recruited Stratton
for the fine arts board. She had introduced Stratton to lots of people, from
members of other boards to the best nanny that Stratton had ever hired.
Furthermore, Johnson was a broker of quality as well as quantity,
introducing Stratton to business associates who could truly help her career.
But it had been more than a year since they had spent time together;
Stratton realized that she’d been neglecting her most powerful
superconnector.

The right-hand column of Stratton’s work sheet showed that she had also
served as a broker for others. Stratton had often introduced people to one
another across boards, and her key shared activity, her involvement in
several boards, had made her feel well connected. That confidence had
made her more resourceful in creating links among the people she knew and

Shared activities also forge ties between diverse individuals by changing their usual patterns of interaction, letting them break out of their prescribed

business roles of subordinate, relationship manager, aide, finance whiz, cognoscente, or president and stand out from the crowd. Reding’s “I can step

up to a challenge” actions distinguished him from other development executives, and the potential donor was able to see aspects of Reding’s character

that he felt were critical for putting his investment to proper use. Similarly, the donor’s increased trust in Reding prompted the donor to reveal

personal experiences that helped Reding revise his original proposal and secure a contribution.

Benjamin Weeks (not his real name), an executive at a life insurance company, has learned how to turn work situations into shared activities to manage

upward relationships. Weeks, originally trained as a litigator, used his communication skills to write speeches for one of his company’s more senior

executives. Through this shared activity, Weeks and the executive moved away from the standard superior-subordinate relationship and formed a

closer bond, sharing the highs and lows of their work. As they collaborated on the speeches, they learned about each other’s “blind spots and

boundaries,” as Weeks says, perhaps without even realizing what they were revealing. The interaction made them both more vulnerable but also

generated opportunities to demonstrate their trustworthiness to each other. Soon Weeks found himself mediating between the executive and others in

the company. “They know I’m the one who understands how he works,” Weeks concluded.

In essence, the shared activities principle offers the benefits of the self-similarity and proximity principles without their downside—creating a

redundant and inefficient network.

Go for Broke(rs)

Returning to your work sheet, take a look at the names of your brokers in the center column. It’s important to determine who your brokers are so you

can discover what activities bring you into contact with them and how you can further develop those ties. Perhaps the individuals you listed are not

obviously powerful broker candidates like CEOs or partners at law firms, but you can reach them and they are well connected to clusters outside your

current circles.

Now examine the people listed multiple times in the first column and think

about how you met them. The exhibit “How to Map Your Network”

displays a partial list of coauthor Brian Uzzi’s personal networks and

suggests that Steve Alltop is an important broker; he connected Uzzi to

Northwestern University’s Greg Duncan and Henry Bienen. How did Alltop

and Uzzi meet? Not in a business setting but as partners in an unexpected

pickup game of squash—a shared activity. After that first encounter and a

couple of follow-up rounds, Alltop asked Uzzi to substitute for him in other

squash games. That’s when Uzzi met Bienen and Duncan, both of whom

now figure largely in Uzzi’s career.

Indeed Alltop, who is a senior lecturer of music and who also conducts the

Northwestern University symphony orchestra, turned out to be a

superconnector—a powerful broker who shares his diverse contacts. As

conductor, he attends most major university events, from professional-

school graduations to welcoming events for important donors and celebrity

guests. Essentially, Alltop’s occupation is one big shared activity, and this—

not his level of formal power in the organization—accounts for his broad,

diverse network.

To build a network rich in social capital, cultivate powerful brokers who

aren’t in positions of formal authority—the places where everyone else

looks. For example, a crucial superconnector in Todd Reding’s network was

Pete Barnette (not his real name), an attorney he met through their joint

links to a nonprofit board. Barnette was responsible for many of Reding’s

important business contacts in various locations, such as Chicago, Iowa,

and Arkansas.



in winning their gratitude. Now that Stratton understands the importance of
her shared activities, she is planning to revitalize her network and galvanize
her career.

We’ve often been asked if a broker should be told of his or her role once an executive is aware of it. On one hand, telling a person that he is

disproportionately important to your network could alter the relational dynamics. The broker might feel used or might want something in return that

you cannot give. On the other hand, a disclosure could deepen the relationship by revealing gratitude and sincerity, which, in our estimation, is the

best principle of action in a network.

When Reding meets brokers like Barnette, he openly tells them that he appreciates their assistance in making new contacts. The brokers are always

flattered and willing to help, he says. Similarly, Uzzi’s revelation to Alltop that he was a superconnector turned into concrete business implications for

Alltop. With new knowledge about how networks operate, Alltop decided to accept an offer to become conductor of the Cheyenne Symphony

Orchestra in Wyoming. He took the position not only because it was a great opportunity for him, but also because many of the CSO’s musicians worked

for other major orchestras in the off-season. Alltop realized that the connections he could make through the CSO could get his name on those other

groups’ radar screens. After two years in Cheyenne, Alltop’s network paid off. Though he hadn’t learned special new pieces of music or become more

musically talented, he was invited to conduct a weeklong classical music festival in Bologna, Italy—a festival that attracts journalists, photographers,

and radio and TV coverage—thus extending his reach even farther.

Research shows that if you create your networks with trust, diversity, and brokerage, you can raise your level of information from what you know to

who you know.• • •

More than 100 years ago, Ralph Waldo Emerson reportedly declared during a lecture, “If a man can write a better book, preach a better sermon, or

make a better mousetrap than his neighbor, though he build his house in the woods, the world will make a beaten path to his door.” But Emerson was

only half right. Creativity and insight are certainly important, but without an effective network, you may never spark your imagination, reinvent

yourself, or declare your sensational news to the world.

  To build a network rich in social
capital, cultivate powerful
brokers who aren’t in positions
of formal authority—the places

where everyone else looks.

Brian Uzzi is the Richard L. Thomas Professor of Leadership and Organizational Change at Northwestern’s Kellogg School of Management and the codirector of the Northwestern

Institute on Complex Systems (NICO).

Shannon Dunlap is a journalist and writer based in New York City.
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Developing a Strong Professional Network

Networking. The word itself can send shivers down a spine. Networking sounds scary but it is one of the 
most effective career development tools that you can carry with you your entire professional life. Even 
if you are not a born networker, networking is an important skill that can easily be learned and refined 
throughout your career. Developing and maintaining a strong network of connections will not only serve 
you well and help you along your career path but, overtime, will allow you to assist others along their 
path.

The following information and resources will introduce you to the concept of networking and its importance 
to you and your career. There are also tips on developing and maintaining your network.

What is networking?

Networking is establishing and maintaining informal relationships with people 
whose acquaintance or friendship could bring advantages such as job or business 
opportunities. In its simplest form, networking is talking to people, becoming 
acquainted or friendly with them, and building relationships by getting to know 
more about them. In professional networking, people want to learn more about 
others and their jobs and career experiences. 

Like all good relationships, networking relationships are reciprocal—each person 
in the relationship should get and give something. In networking relationships, 
each party is hoping to give and receive information, advice, and referrals. 

There are many misconceptions about networking. Networking is not asking 
everyone you meet for a job or asking them to pass your resume along to their 
human resources department. Networking does not mean “using” people for the 
information you hope they have. It means building relationships so that you feel 
comfortable asking for information, advice, and referrals. 

When networking, it is important to understand the different types and methods. Whether you are networking for career 
exploration or hoping to connect with a specific individual, it is important that you know your goals for networking so you can 
be successful.

Some individuals, such as students and those thinking about changing careers, network for career exploration. If you are unsure 
of a major, have questions about opportunities available with a particular major or degree, or are considering changing jobs or 
careers, networking with appropriate individuals can help you obtain answers to your questions and give you insights into a 
specific job, company, or career field.

Most people think about networking when they are looking for a new job. 
Unfortunately, many people do not think about networking until they are in 
the midst of a job search. They think that talking to a couple of people will 
land them their dream job. While we want don’t want to be discouraging, it 
is important to know that it is unrealistic to imagine that simply speaking to 
someone who you didn’t know yesterday will hire you tomorrow. Remember, 
networking is not about getting a list of people to ask for a job. Networking is 
about meeting people who might be an appropriate connection, then building a 
strong connection in order to access your desired information and advice. And 
that takes time. So individuals who are thinking about a new job should begin 
networking as soon as possible.

Networking is:

• Meeting and getting to know 
people who are willing to share 
with you career information 
and advice;

• Building ongoing relationships 
to exchange information and 
advice;

• Following up and maintaining 
contact with those who have 
assisted you.

Networking is not: 

• Asking for a job; 

• Collecting business cards;

• Randomly passing out resumes;  

• Using people for information 
you think they have.
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Networking can be random, such as talking to the person in front of you in a checkout line or sitting in the airplane seat beside 
you. This method may expose you to a variety of people but this randomness may not be as beneficial to you. Networking 
can also be very deliberate. Perhaps you want to connect with a particular person or company but do not have any direct 
connections. You may want to talk with others who know the specific person or people in your target company and forge a 
path that will lead you to them. 

Why network?

There are many reasons why people do not network or do not network well. Many people often confuse networking with job 
searching. Networking is not a way to get a job. Rather, it is a means of developing contacts and exchanging information. Often 
this exchange of information is the first step on the career path the can lead to a job. Others claim they are uncomfortable 
introducing themselves to people they do not know, and if they did, they would not know how to begin a conversation. Some 
people hold a negative view of networking, believing it involves “using” others to get something. Still others believe it is not 
worth the necessary effort forward to develop connections because they believe they don’t really need to make these kinds 
of connections. 

Statistics alone should convey of the importance of having a well-established professional network. Studies have shown that 
at least 50 percent of available jobs are never advertised—some studies place that number as high as 80 percent. Networking 
allows employers to fill open positions, often by individuals outside of the company (or department) who learned of the open 
position from someone inside the company. 

Okay, so networking is an important component of job searches. But even if you 
are not looking for a job, networking should still be an important part of your 
professional life. Networking can offer access to information to help you do 
your job more effectively, answer questions you have about getting a promotion 
within your company, or allow you to help colleagues to do their job more 
effectively. 

Networking affords you the opportunity to interact with people outside of 
your regular social circle. People are an important source of knowledge—not 
just about open positions, but also about careers, companies, entire industries, 
geographic areas, skills needed for a particular position, and more. Networking 
with one person often leads you to another person with new information, then 
another and another. You can then leverage the knowledge you gain and apply it 
appropriately, whether you are searching for a job or determining which classes 
to take next semester. 

Who should be in your network?

In general, you want to include people in your network with whom you can build relationships through commonalities and who 
are willing to share information, advice, and referrals. You want people who can tell you about job openings, who can introduce 
you to people with hiring power, and who may be willing to hire you in the future. Not every person in your network will have 
the same role. Furthermore, an individual’s role may change over time, as they build their network, change jobs or careers, and 
gain more knowledge. 

Most people have immediate sources of potential contacts, such as families, 
friends, and colleagues who should be a part of any network. People you already 
know are strong connections immediately because you do not have to spend a 
lot of time cultivating a relationship with them. 

In addition to family and friends, students and new graduates should build professional 
connections with classmates, parents of classmates, professors, current or former 
employers, and alumni. Established job seekers or those who are changing careers 
should also consider building relationships through professional organizations, past 
or present colleagues, old friends, business associates, and alumni groups. 

Use networking as a means to:

• Explore career opportunities;

• Learn more about a major, 
industry or company;

• Gather advice from different 
perspectives; 

• Tap into the hidden job market.

Hot connections—people who 
know you well—are the best 
people to be in your network. 
Family, friends, classmates, 
colleagues are hot connections 
and can lead you to others.
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Developing and maintaining your network

Developing a good network is a continuous process, as new people enter your life and others leave it. Developing a good 
professional network does not happen overnight. It takes time and effort to identify people who you would like in your network, 
to meet them, and build a good relationship with them. Do not think of developing your network as a one-time only activity. 
Many people are very good at meeting others and, in fact, enjoy this part of networking.
 
Often, the hardest part of networking is determining what to do with the people in your network. When you first meet 
someone, it is not always clear how or why you should network with him or her. Other times, it is immediately clear that the 
person would be a good connection for you, either now or in the future. Having an idea about the types of people with whom 
you want to network—those with certain majors or degrees, who work in a particular industry or company, who have a job 
that fits within your career plan or just sounds interesting, or where and when you were introduced—can help determine if the 
person is a potential connection.

An initial meeting is not always the appropriate or convenient time to engage someone who is a potential connection in a long 
conversation about his or her profession, solicit advice, or ask for referrals. If you are interested in talking with this person, ask if 
he or she would be interested in having a longer conversation with you at a later date. This longer conversation can be a time to 
ask questions about the individual’s career and ask for information and advice. This is called an informational interview. 

What takes place after an informational interview is a critical component of good networking. Too often, after speaking with 
someone and exchanging information and advice, no follow-up activity occurs. Many individuals believe it is not necessary 
to remain in contact with their connections. How can you have a network if there is no connection?  At a minimum, after 
conducting an informational interview with someone, send a thank you note. If your contact has referred you to others, let 
your original contact know about your conversation with the referral. Follow up with an additional question or two you think 
your connection can answer. All of these activities pave the way for establishing a solid connection and can help maintain this 
individual in your network.

Maintaining your network does take effort. Stay in contact with those in your network on a regular basis. This does not mean 
that you should call or e-mail everyone in your network once a week or even once a month. Those that have offered you a great 
deal of information and advice should be contacted on a more regular basis. Others you may wish to contact a couple of times a 
year, perhaps offering some information of your own, such as sending a news article you think would be appreciated or offering 
to introduce them to someone you met, or passing along a job opening in which you think they would be interested. Birthdays 
and holidays are times to make contact, particularly with those in your network you do not speak to frequently.

Networking is an effective means of exploring careers and learning about job opportunities. However, networking takes time and 
effort to do properly and to be effective. A good network can be an integral part of helping you achieve your career goals. 

For more information on networking, networking with Penn State alumni, and informational interviewing, 
visit the Alumni Career Services’ Web site at www.alumni.psu.edu or contact the Alumni Career Services 
office at (814) 865-5465 or AlumniCareerAdvice@sa.psu.edu. 





Hello and welcome. I wanted to start out with what networking is and 

what it is not. It is important to equate networking with connecting. If 

you approach networking with the idea of “what can I get out of this?” 

then it will be difficult to form a connection that could eventually lead to 

a relationship. I like to focus on meaningful connections because there 

are plenty of people who think networking is the right side of the slide. 

Focus on authentic connection and how you can help others. There will 

be times where you need help too and don’t be afraid to ask your 

network for help – whether it’s a introduction to someone you’d like to 

know, a job, an opportunity or advice.  

 



Networking is important for many reasons. It helps us create more 

opportunities for ourselves but it also helps solve problems. There is a 

positive correlation between the amount of effort a person puts into 

building contacts (inside and outside of work) with their pay and career 

satisfaction. Additionally, according to multiple, peer-reviewed studies, 

simply being in an open network instead of a closed one is the best 

predictor of career success. What is an open network? An open 

network is where you are the link between people from different 

clusters. If you end up in a closed network (i.e. people just like yourself), 

you end up with confirmation bias – people who think and do the same 

things you think and do. More opportunities present themselves when 

the ideas are different than your own. And last, weak ties present 

potential. How? Sociologist Mark Granovetter showed that people were 

58 percent more likely to get a new job through weak ties than strong 

ties. Our closest contacts tend to know the same people and 

information as we do. Weak ties run in different circles and 

learn/hear/read different things, so they can offer more access to 

interesting and different information. 

 



Paul Revere and William Dawes are men who rode horseback from 

Boston on April 18, 1775 to alert the Revolutionary War had begun. 

One is famous (Paul Revere) and the other is not. The reason for this is 

that Paul Revere was an Information Broker. He had what we called in 

the previous slide an “open network”. He was able to access/identify 

key people who were different than him and information spread faster to 

diverse groups of people as a result -- whereas William Dawes did not 

know who to speak with so the information spread only to his circle and 

thus the information did not spread as quickly. Revere’s news reached 

a wider audience, Dawes (the picture on the right) formed a network 

around himself. I wanted to show this pictorially so that you can 

visualize the importance of building an open network – even if the 

person is not in your same field of work, you should consider building a 

relationship with them.  

 



I spoke in a previous slide about the importance of weak ties. In the 

article I referenced in that slide also talks about dormant ties. Dormant 

ties are ties of people you knew long ago but lost touch with. Now would 

be a good time to figure out who these people are and how you can 

rebuild your relationship with them.  

 



This is one more slide that I think helps visualize the impact of large 

open networks vs small closed networks and what effect it has on your 

career opportunities.  

 



As you can see, I’ve always viewed network as an opportunity to 

connect with diverse groups of people. I have a lot of diverse interests 

so its rather easy for me to pull in people from ballet, finance, 

photography, writing, church, friends from school, grad school etc.  

Although I’ve done a lot, I wish I could do more. I’d love to get more into 

hand writing letters of gratitude to people who have helped me. I feel 

because we live in a society where everything happens instantly, even if 

you send regular mail they may not get it in time or may get lost, so 

email follow-up is probably best for official “thank you” and then for 

more meaningful contact/words, you can write a short note. Most of my 

network also happens online via social networking. What I do is when I 

travel to a particular city I will see who that city would be worth 

reconnecting with – and I will make the time to grab coffee etc. 

 



If you read the blog post I wrote called “Building Strong Connections 

Helped Me Build A Strong Tech Startup” you can see how I approached 

thinking about my network. I think of people in three buckets: 

aspirational contacts, peers and acquaintances. Not all contacts are 

created equally. It’s important to consider the power structure and your 

place in that structure. There are some people who you will treat more 

as a mentor/advisor which I call “aspirational contacts” vs. a peer or 

acquaintance.  

 



This is a list of the tools I use. I think it is worth checking them all out. I 

think managing your online identity is just as important as managing 

your offline identity. The first thing I do when I am meeting someone is 

searching for them online. I want to see what they’ve done, what 

they’ve said in the media or other, it helps me tailor the message to 

them so we have more to connect on. Also if I follow them on social 

media I learn what their likes and interests are and I can interact with 

them based on their interests.  

 



Here I list the tools and some best practices for each. I’m sure each 

country will have its own unique social networks.  
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Network Mapping Exercise:______________  
**Network growth areas should be related to each Participant’s 

Personal Leadership Development goals.** 

 
**Please list three Network Growth Areas that the participant feels they  could benefit from as a 

leader (EXAMPLES: Connecting with people who are skilled in public speaking. People  skilled in 

strategic planning. People skilled in fundraising. etc.) 

 

Network Growth Area:  
 
**Please fill in this chart with individuals the particpant knows who have experience and/or 

expertise in the aforementioned “Network Growth Area.” 

 

PERSON’S NAME ORGANIZATION 
APPROXIMATE DATE 

OF LAST CONTACT 
TYPE OF CONTACT 

EXAMPLE: Jane Doe International 

Organization for 

Engagement 

May 2013 Facebook 

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

  

 

https://globalengage.org/relational-diplomacy/center-for-women-faith-&-leadership
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Network Growth Area:  

 

PERSON’S NAME ORGANIZATION 
APPROXIMATE DATE 

OF LAST CONTACT 
TYPE OF CONTACT 

EXAMPLE: Jane Doe International 

Organization for 

Engagement 

May 2013 Facebook 

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

 

Network Growth Area:  

 

PERSON’S NAME ORGANIZATION 
APPROXIMATE DATE 

OF LAST CONTACT 
TYPE OF CONTACT 

EXAMPLE: Jane Doe International 

Organization for 

Engagement 

May 2013 Facebook 
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