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Abstract 

This presentation explores the various options for developing mentoring projects. 

The specific emphasis is on effective practices for providing initial program 

training to participants, ideal organizational structure of training, participants, and 

presentation curriculum. With the explosion of mentoring programs and funding 

nationwide, there exists a rush to take advantage of these funding options. 

Additionally, certification and licensing requirements by many states are 

providing an additional motivation for interpreters seeking credentials to seek out 

mentoring and ways to advance skills in a potentially limited time. The presenters 

have provided numerous trainings to various states and organizations and through 

those experiences, have explored a number of options for the optimal framework 

and training for mentoring programs. They will share their philosophy on 

mentoring and the effective practices for a team of Deaf/Hearing presenters.  
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There is a great deal of discussion nationally on the issue of the “gap” between 

graduation and qualification, and ways to approach closing the gap. Qualification may be viewed 

as employability, certification, assessment, or some other measure deemed appropriate by those 

contracting with or hiring interpreters. Nationally, states are recognizing that providing a 

workshop based on a cursory needs assessment of interpreters has fallen woefully short of 

closing skill gaps necessary to increase the pool of those qualified to interpret for Deaf and hard 

of hearing adults and children. Of the many interventions available to address skill gaps and 

human performance issues, among the systematic approaches, one effective approach to 

professional development is formal mentoring. 

States and statewide organizations are beginning to accept mentoring programs as a 

viable avenue to providing a meaningful individualized system for professional development 

instead of the “one-size-fits-all” approach of a workshop. There can and have been a variety of 

ways to establish a structured, formal program. This paper explains an effective process for 

establishing a successful program. The authors have been involved in mentoring for over 50 

years combined. Having both graduated from and taught in the only formal, academic program 

for mentoring for interpreters, the Master Mentor Program (MMP), their expertise stems from 

mentoring every graduate of the MMP with the development of the required mentorship project. 

Both have also developed and administered mentoring projects and training for their own 

practice. Of recent, their work has focused on assisting states and state organizations with the 

development, provision, administration, and refinement of mentoring projects.  

 

Effective programs include:  

1. Comprehensive training to initiate a mentoring program lasting at least two days, 

optimally three.  

• Rationale: Mentors begin with an icebreaker serving a multiple purpose, followed 

by an introduction to the Vygotskian approach to mentoring, experience 

mentoring and being mentored, concepts of  meta-mentoring, its applications and 

uses, development of a 3+3 self-assessment, determination of cause vs. 

symptoms, effective questioning techniques, and guidance on developing skill 

activities. Training days are maximally effective when they are 4-6 hours in 

length. To enable mentors to absorb the amount of information while applying it, 
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needs to happen over a series of days so as not to reach overload and an inability 

to benefit from the entire training. Additional training can be provided to focus 

more directly on skill building activity development, portfolio development, etc.  

2. A team of mentors: one Deaf and one hearing. 

• Rationale: Mentors and interpreters who seek mentoring benefit enormously from 

a dual-perspective approach. Deaf people who have the potential and desire to 

become a mentor are more likely to become involved when there is a Deaf-trained 

mentor providing the training. 

3. Training for mentees. 

• Rationale: There has been a shift in the paradigm for effective mentoring. 

Because of that, mentees may be coming to the mentoring relationship with goals 

that may not be congruent with the new paradigm. To facilitate a successful 

mentoring relationship, mentees begin with an icebreaker similar to mentors to be 

used later in the training. Training is provided on the new paradigm and will 

allow mentors to provide their services more effectively and efficiently. 

4. A mechanism for support for newly trained mentors via distance or face-to-face sessions. 

• Rationale: Mentors, having been trained, need both a support group of like-

minded and trained mentors as well as input from experienced mentors. As they 

begin to apply their new knowledge, this type of support can help to address 

concerns, frustrations, provide additional guidance, etc. 

5. Project duplicability.  

• Rationale: For a project to take life and to have a notable return on investment, the 

project should be able to replicate itself. This replication enables organizations to 

stretch their initial monetary investment over several years. It is always beneficial 

for the hosting organization to capitalize on the training provided to participants 

and to provide ways for the program to grow and expand exponentially on a 

limited initial investment.  

6. Program Measurement. 

• Rationale: Projects should contain measurements of effectiveness that are both 

qualitative and quantitative. 
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To that end, the authors have developed a mentoring program and processes that have far-

reaching benefits to states especially duplicability. It is hoped that this structure can provide 

guidance to states and organizations with establishing viable mentoring programs with longevity 

as its central goal.  

The primary objective and philosophical foundation for this training is best summarized 

by an initial PowerPoint slide shown to all groups at the outset of mentoring training: 

Give me a fish, I eat for a day. 

Teach me to fish, I feed myself (and others) for a lifetime. 

 

Goals & objectives for establishing effective mentorship programs to consider are:  

Goal I – Train 20 mentors from various regions of the state. Mentors will: 

1. Be able to demonstrate effective mentoring techniques via a mentee-centered 

approach; 

2. Understand the mentoring cycle; 

3. Be able to articulate the benefits of and the need for portfolio segments; 

4. Be able to incorporate strategies to address various learning styles and 

preferences; 

5. Understand the critical element of cause versus symptom analysis; 

6. Be able to develop meaningful skill activities; and 

7. Be able to assist in the development of independent study plans. 

 

Goal II – Provide overview of the mentoring process to 20 interpreter mentees from various 

regions of the state. Mentees will: 

1. Embrace the need for and be able to develop portfolios; 

2. Understand the mentoring process via a mentee-centered approach; 

3. Be able to articulate the obligations, responsibilities, and rights of the mentoring 

participants: mentors and mentees; 

4. Understand the essentials of self-assessment and the need for the cause versus 

symptom analysis; 
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5. Be able to develop a 3+3 assessment, 3 effective patterns and 3 challenging 

patterns, and prioritize challenges on which to focus (foundational skills versus 

narrow-gap closure approach); and 

6. Be able to develop an independent study plan and participate in skill development 

activities that are meaningful and realistic in scope. 

 

Goal III – Mentors mentor a minimum of 2 interpreter mentees. Mentors will: 

1. Provide on-going mentoring to 2 interpreter mentees in their respective areas in 

the six months following comprehensive mentoring training, including: 

• Promotion of mentoring services, 

• Identification of potential mentees,  

• Interview and selection of mentees, 

• Development of the mentoring relationship, 

• Articulation of duties, obligations, responsibilities, etc.,  

• Be available a minimum of 2-3 hours per month to meet with mentees, and 

• Provide meta-mentoring and oversight to at least one mentor in next six-

month cycle; 

2. Provide meta-mentoring and support to a newly trained mentor in the second half 

of the cycle; 

3. Provide on-going mentoring to one interpreter mentee in the second half of the 

cycle; 

4. Develop independent study plans for themselves as mentors for certificate of 

completion and CEUs for themselves as applicable; 

5. Participate in online listserv discussions regarding the mentoring process as it is 

applied; 

6. Participate in mentor training providing services as a meta-mentor in second-level 

mentor training; 

7. Develop a program in their respective regions repeating the processes in Phase I-

III: 

• Provide mentor training to new mentors in Phase III, 

• Provide mentoring support to newly trained mentors, and 
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• Continue to mentor at least one new mentee every six months; and 

8. Provide six-month and one-year reports on program activities, successes, 

feedback, measurement statistics determined by the host organization, and 

evaluation. 

 

Goal IV – Mentees will participate in the mentoring relationship.  Mentees will: 

1. Be able and willing to commit and work a minimum of 2 hours per week on skill 

development activities for six months; 

2. Be responsible and take control of the mentoring relationship; 

3. Provide on-going and end-of-program evaluation of evaluation process; and 

4. Maintain a journal of mentoring activities. 

The structure of the program is a process to train mentors and mentees simultaneously.  

The goal for this is to ensure that the mentoring participants begin with a similar base of 

knowledge, expectations, and understanding of the philosophical approach to mentoring. This 

structure has proven successful and a time-saving benefit. It has also bypassed potential conflicts 

that may arise from mentors utilizing an approach to mentoring for which mentees may not 

understand or have been prepared.  

Two trainers are utilized for every phase of the initial one-year process. It is maximally 

effective to utilize one Deaf and one hearing trainer. This combination of trainers encourages and 

provides a number of benefits: 

1. All participants understand and benefit from translating all spoken English source 

materials for visual accessibility; 

2. Deaf members of the community are more encouraged to participate and become 

mentors for interpreters (not only language mentors); and 

3. Participants are able to experience first-hand the ability, effectiveness, and potential 

of Deaf mentors. 

Candidates for training are selected by the host organization. Criteria may be membership 

in the organization, certification (or lack thereof) at a certain level or a particular type, regional, 

employment or other affiliations, a combination of factors, or others as deemed appropriate by 

the host organization. 
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Phase I 

An initial training schedule provides sufficient time for: 

1. Training to mentors; 

2. Training to mentees; 

3. Relationship-building; and 

4. Mentoring. 

The most effective schedule that captures and enables all of the aforementioned needs has been: 

Friday – all day training to Mentors exclusively; 

Saturday – all day training to Mentors and Mentees separately with a final meet-and-

greet hour at the conclusion of the day; and 

Sunday – 1/2 day provided for mentoring sessions, wrap-up, and evaluations. 

 

Not included in the formal schedule but from experience, social time has been 

enormously beneficial and effective. Training provided to the Texas Society of Interpreters for 

the Deaf (TSID) recently was held at the Southwest Collegiate Institute for the Deaf (SWCID) in 

Big Spring, Texas. SWCID provided dorm and meeting space (as well as other services) to assist 

TSID in providing the training to participants at a significantly reduced cost. Because Big Spring 

is a small community, the majority of the time after training hours was spent in the dorm lobby. 

This provided for additional time for prospective mentors and mentees to get to know each other 

on a less formal basis and to begin to form bonds that strengthen the mentoring process post-

training. 

This initial training is followed by six months of mentoring provided by the trained 

mentors to the trained (and possibly untrained) mentees. Support is provided via a listserv during 

this time by one or both of the trainers to ensure that questions, concerns, conflicts, etc. are 

addressed and for mentors to have a place to discuss issues with each other as they apply the 

mentoring concepts. This listserv discussion will provide the basis for future training of the 

mentors to become meta-mentors and trainers. 
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Phase II 

A second “round” of training is held. This second phase has the intent to prepare those 

who formerly received mentoring training to develop skills as a meta-mentor (a concept 

developed in the MMP) and to acquire the skills and knowledge needed to provide mentoring 

training in their own areas for Phase III. Previously trained mentees are selected to return to 

receive mentoring training as well as those potential mentors who have been identified by the 

host organization and who were unable to attend Phase I. 

Similar considerations need to be addressed for training days and times for Phase II with 

an additional need. Training time separate from mentor training needs to be provided the 

previously-trained mentors to facilitate their participation in Phase II mentor training as meta-

mentors. To ensure that there is ample time, an additional 1/2 day is required to ensure that there 

is no loss in training time to the other groups.  The most effective schedule that captures and 

enables all of the aforementioned needs is: 

Thursday – 1/2 day training to Meta-Mentors/Trainers exclusively; 

Friday – all day training to Mentors exclusively; 

Saturday – all day training to Mentors and Mentees separately with a final meet-and-

greet hour at the conclusion of the day; and 

Sunday – 1/2 day provided for mentoring sessions, wrap-up, and evaluations. 

 

Subsequent to this training, an additional listserv must be developed for the newly trained 

meta-mentors who will now provide the support and mentoring to the Phase II trained mentors. 

The trainers then become an access point only to the Meta-Mentors to provide support as they 

move up the tier in the process. This additional listserv will also begin to address needs for 

training new mentors and establishing a mentorship program in their respective areas.  

 

Phase III 

At the conclusion of Phase II, the Meta-Mentors become trainers and in a more regional 

approach, will provide training similar to Phases I & II. This regional training concept will train 

previously trained mentors on meta-mentoring and preparing them eventually to provide training 

to new mentors. 
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This program, as it is developed has limitless possibility for duplicability. With an initial 

investment of funds to train mentors and meta-mentors, the program has the potential to blanket 

a state with trained mentors within a period of a few years. A cost/benefit analysis of one of the 

programs provided by this training team was: 

 

Totals for one year: 

 Mentors trained: minimum 40 

 Mentees receiving mentoring: minimum 50 

 

Training cost per person for an entire one-year project was approximately $19,500 or $216 per 

person. For additional years, the estimated costs per person decrease the initial investment by 

spreading out the value of the initial training to more trained mentors and mentees.  

 

Philosophical Framework 

Before discussing the philosophical framework, the definition of mentoring needs to be 

considered. At the first Mentoring symposium, participants were invited to collaborate and 

develop a working definition of mentoring. Thus the following definition is now used as an 

underlying premise towards effective practices of teaching mentoring:  Mentoring is “an 

interdependent, collaborative relationship formed with the intention of professional development 

for one or more participants” (Mentoring Symposium, 2006). 

Vygotsky had a strong influence on constructivism.  His perspective is that there is 

always a relationship with what the student, in this case the mentee, already knows and what 

needs to be known, in other words, learned. With problem-based learning, students are able to 

apply self-assessment, thus there is not a need for a time-consuming diagnostic evaluation by the 

teachers (mentors). From this structure and for inquiry purposes that were conveyed in the 

beginning, students are able to begin a questioning process through dialogues or group 

discussions. Developing skills for the inquiry of each other, the students see the value of 

reflecting further upon what they were working (Harland, 2003).  

Vygotsky became a leading proponent in collaborative learning as he constructed his 

theory based on cognitive development. This theory centers around the concept of the zone of 

proximal development. He defined it as:  
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the distance between the actual developmental level as determined by independent 

problem solving and the level of potential development as determined through 

problem solving under adult guidance or in collaboration with more 

knowledgeable others (Doolittle, 1995, p. 3).  

With this concept as the premise for learning, the students progress with a structured activity 

and/or with the teacher’s support, and learn how to do the work with less guidance from the 

teachers and, gradually, go on their own independently. 

Constructivism, based on Vygotsky’s theories, plays a major role in language acquisition 

and developing requisite skills for interpreting. As adult learners, the students/mentees construct 

meaning of life through experiences, knowledge, worldview, language, culture, and the 

community they live in (Blunden, n.d). Instructional strategies based on Constructivism are 

inductive as mentees can pull from their experience and knowledge to apply to a larger whole or 

in other words, “construct their own generalizations” (Gutek, 2004, p. 9). These strategies 

provide mentors as mentees and mentees in the mentoring training an experiential process 

through interactive and experiential activities, allowing them to base their conjectures. Dialectic 

activities in which there are discussions to explore their beliefs and thought worlds are utilized 

between the mentor and mentee(s). It is critical that the students/mentees are able to develop 

critical thinking skills through a guided interaction for self-assessment (Blunden, n.d). Utilizing 

the Socratic Method, which grew from Idealism, instructors guide students/mentees through a 

questioning process to “stimulate people to think about their assumptions, to think critically, and 

to try to read the truth” (Gutek, 2004, p. 16). Idealism supports the premise that learners have an 

innate ability for learning as its approach utilizes the process of inquiry to guide learners on what 

and how they know (Gutek, 2004). 

Interestingly, some students/mentees have a harder time with this approach as they prefer 

that they be given answers. These students would show resistance to making the effort. They 

want to be told what to do in precise steps. They expect that there are pat answers in language, 

translating, interpreting, and in making ethical decisions.  It may be their learning style; however 

with time and patience, they develop critical thinking and skills for self-assessment with support 

from the instructor.  

Learners as rational persons, within a pragmatic-based learning environment, develop an 

understanding of self through a “process-oriented definition of the individual with the 
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environment” (Gutek, 2004, p. 87), enabling the learner to build her or his own understanding of 

life and meaning, a pertinent element of the Pragmatism philosophy. The more knowledge of the 

world around them, the more the learners can infer through the Idealism approach (Gutek, 2004). 

Students/mentees are more motivated when encouraged to draw on their experiences to 

build their understanding and learning. Making their applications to learn something new 

through their experiences allows the students to maintain their motivation until they are tired or 

bored with the subject or topic and move on. This does not occur through passive learning. 

Mentoring sessions and the mentor need to be responsive to the students as they express 

themselves and have some control of their own learning and experiences. For the mentees to 

become or stay motivated, there must be an ongoing mentor-mentee interaction (Oldfather, 

2006). 

The premise, as discussed above, drawn from constructivist theories of Piaget, von 

Glaserfeld, and Vygotsky, affirms that the student(mentee) - teacher(mentor) interactions guide 

students to learn through a social context. Through this type of interaction, the students and 

teacher take control and express their motivation, thinking, and feelings, thus being able to cope 

and work through different emotions such as frustration, boredom, and stress (Oldfather, 2006). 

Students/mentees do learn to achieve satisfaction in their learning, as they are able to construct 

their knowledge and meaning within their experiences.  

Gutek (2004) points out in his discussion on Liberalism Pedagogy that teachers cannot 

maintain neutrality or objectivity in their roles as teachers. Teachers must be part of the students’ 

learning and discovery that make it more real and applicable. Learning is reciprocal and mentor 

and mentee can learn from each other as the mentees trust that the mentors are part of their 

learning and are directly involved in problem-based learning and activities. When 

students/mentees see their teachers taking chances and sharing their views, they will be more 

willing to be open to new ideas. They will be able to accept different learning styles and 

worldviews when their own mentor shows that s/he is learning from them and accommodates 

learning styles (Gutek, 2004).  

Bruner built his constructivist theory around the premise that “learning is an active 

process in which learners construct new ideas or concepts based upon their current/past 

knowledge” (http://tip.psychology.org/bruner.html, n.d, p. 1). The constructivist theory is 

derived from “Socratic learning” (http://tip.psychology.org/bruner.html, n.d, p.1) and from 
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pragmatism and Dewey’s Philosophy (Gutek, 2004). Mentees and the mentor are involved in 

active dialogues so that they can discover their own meaning and develop self-analysis skills. 

Mentees are then taught how to guide their peers through similar processes, thus learning how to 

discuss their own work and apply self-analysis of their text analysis and interpreting work. This 

process allows students to construct their understanding of applying theoretical components of 

interpreting processes and the meaning of the texts for interpretation. Then they analyze specific 

areas of the interpretation and work on strengthening the skills 

(http://tip.psychology.org/bruner.html, n.d). This approach is effective practice for teaching 

interpreting skills and for students to take an active role in their own learning.  

Mentees need to be introduced to this type of learning as they come into a mentoring 

program expecting traditional approaches of learning. In traditional approaches, the teacher 

knows the answers, the teacher is right, or the teacher will tell them how to do it. Some students 

still prefer that they are told how to do it and what they did wrong, rather than making 

discoveries on their own or through a dialogue with the mentor. The process requires a collegial 

relationship where mentor and mentee share discovery and discussion of their work. The 

questioning process may occasionally be met with defensiveness as mentees take ownership of 

their learning and analytical processes. Through constructivism and Vygotsky, students/mentees 

learn how to look at the process, not only the product of their interpreted work and/or decision-

making. 

There is a salient Chinese proverb, “Teachers open the door, but you must enter by 

yourself.” This training is founded in the belief that teachers/mentors must be aware that even if 

they open the door of learning for the students/mentees, they need to feel the support of their 

teacher/mentor to cross the threshold on their own. Thus, it is a two-way process with teaching 

and learning. The teacher/mentor must guarantee that the doors remain open for them at all times 

and provide them motivation to walk through that door and many new doors with excitement. 

Using this analogy of doors, students need opportunities to discover which doors are best for 

them to go in and out, knowing that mentors will keep the door open so they can return to try a 

different door should they desire.  

Another Chinese proverb, which has been and still is a wonderful guide for the authors as 

educators and mentors to both Deaf and hearing students, states, “Tell me and I'll forget; show 
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me and I may remember; involve me and I'll understand.” This is the fundamental principle of 

pragmatism and constructivism that serves as a wonderful guide for mentors.  

 

Evaluation of Training and Program 

“Evaluation is the process by which an organization can determine which interventions 

work and which ones do not” (Combs and Fallette, pg. v).  Measurement in this context is a 

multi-faceted approach. Measure includes a pre- and post-training assessment of mentoring 

concepts for the mentor and the mentee which addresses a Level 2 of the Kirkpatrick’s Four 

Level Model of Evaluation. This evaluation requires a baseline measurement (obtained from the 

pre-assessment instrument) and compares it to those of the post-training responses. With this, the 

organization can determine the participants level of comfort and confidence applying the 

knowledge and skills. This level of evaluation does not measure what a person does with the 

learning, just that it has occurred.  

Standard evaluation tools can be used by the organizations. These address a Level 1 

evaluation or the reaction to the training. In this way, the organization is assessing the reaction to 

the initial training. This reaction can be applied to the concepts as well as the trainers.  

At the conclusion of Phases II and III, Level 3 Evaluations occur. This determines the 

way in which the participant has applied the information learned in training. This is commonly 

referred to as transfer. This evaluation answers the questions: 

1. Has the mentor applied the concepts of mentoring in an effective manner? 

2. Has the mentee applied the work conducted in the mentoring relationship to his or her 

performance? 

A Level 4 Evaluation can and should be developed for the hosting organization. This 

evaluation seeks to determine the organizational results and impacts. Some examples of these 

might be an increased number of qualified interpreters, increased membership, or other 

measurements to evaluate whether the organization’s goals have been achieved. 

Measurement statistics should capture not only formally mentored interpreters, but also 

those for whom the trained mentors work. Mentees with whom the mentor works more 

informally (even those outside the auspices of the program, but utilizing the skills and 

knowledge learned from the training) should be captured. Consider collecting and organizing 

statistics of those receiving mentoring (formally or informally) to include interpreters in 
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education, VRS, etc. This ensures that the impacts of the initial training and investment reflect 

the true benefits statewide and may provide strength in future pursuits for additional funding.  

 

Outcomes assessment measures the effectiveness of the program and should be both qualitative 

and quantitative in scope.  

1. At the completion of Phase I (the first six month cycle) --   

o Quantitative: 

� Mentors (Phase I mentors) will have successfully been trained in a minimum 

of 5 regions (total minimum 20 mentors trained statewide). 

� Two mentees (Phase I mentees) per mentor will have been provided 

mentoring (minimum 20 mentees to receiving mentoring statewide). 

o Qualitative: 

� Mentors will be able to continue mentoring work on their own and be 

established as mentoring resources for the region. 

� Mentees will have successfully addressed one skill challenge and either closed 

the gap or made significant progress toward closing the gap. 

2. At the completion of Phase II (the second six month cycle) --   

o Quantitative: 

� Ten (10) Meta-Mentors/Mentor trainers trained and providing meta-

mentoring to two Phase II mentors. 

� Meta-Mentors/Mentor trainers provide mentoring to one mentee (either 

program trained or new mentee). 

� One mentee (Phase II mentee) per Phase I mentor (non-meta mentor). 

� Mentors (Phase II mentors) trained and mentored in second six-month 

cycle (minimum 20 additional mentors trained statewide). 

� Two mentees (Phase II mentees) per mentor (minimum of 20 additional 

mentees statewide). 

o Qualitative: 

� Phase I mentors will have provided successful meta-mentoring to facilitate 

Phase II mentors to provide mentoring services. 
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� Phase II mentors will be able to continue mentoring work on their own 

and be established as a mentoring resource for the region. 

� Phase I mentees will have continued work more independently on other 

identified skill gaps and be better able to self-assess and continue work 

independently. 

� Phase I mentees will become trained to provide mentoring services. 

� Phase II mentees will have successfully addressed one skill challenge and 

either closed the gap or made significant progress toward closing the gap. 

 

A final note, the authors understand and agree that the term mentee does not accurately 

capture the essence of the mentoring partnership and relationship and that the term mentee may 

connote a differentiation in power that is not inherent or intended. However, for the purposes of 

this paper and to distinguish between the two groups and the two types of training, the term 

mentee has been used to signify those who are seeking mentoring from mentor for those who are 

learning mentoring skills.  

This program teaches interpreters to fish and to feed themselves (and others) for a 

lifetime. The program’s success is measured by its ability to saturate the market with interpreters 

trained to self-analyze and own their professional development.  
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