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I N T R O D U C T I O N

About the publication

The social welfare or the social 
protection system in each 
country exists to provide support 
and assistance to the most 
vulnerable categories of the 
population and to ensure the 
minimum satisfaction of the 
needs of all citizens, as well as to 
prevent the social exclusion of 
individuals and groups. Young 
people who are for some reason 
included in the social welfare 
system face various challenges 
that often contribute to the 

various areas of functioning of 
the young person’s life. 

Therefore, in order to prevent 
negative consequences, it is 
necessary to organize a system 
of SUPPORT for these young 
people in a way that respects 
their developmental stage, the 

and the challenges they face. 
One of the adequate support 
approaches, underdeveloped 
in this part of Europe, is PEER 

MENTORING.
A guide to peer mentoring 
programs with youth in the social 
welfare system “Peer support is 
the best support” was created 
within the project “Peer mentors 
in Action: Social Inclusion through 
Peer Mentoring”. It is an Erasmus 
+ Strategic Partnership project in 

in 2019 and 2020 in partnership 
between CEPORA - Center for 
Positive Youth Development 
(Serbia) and Legjobb vagyok 
(Hungary). 

The overall objective of the 
project is to support young 
people from the social welfare 

their lives and to prevent social 
exclusion, as well as to nurture 
their positive relationships 
with peers by developing a 
comprehensive guide to peer 

objectives aim at creating 
conditions for implementation of 
quality peer mentoring programs 
for at-risk youth, innovating 



support for young people in 
the social welfare system, and 
expanding the number of civil 
society organizations using 
peer mentoring methodology. 
Therefore, the guide before you 
is the central result of the project.

Guide to peer mentoring 
programs with youth in the social 
welfare system “Peer support is 
the best support” is intended for 
civil society organizations that 
want to launch peer mentoring 
programs in their communities. 
The guide itself consists of four 

parts. 

ABOUT 
PEER MENTORING PROGRAMS

” summarizes the literature on 
effective peer mentoring 
programs, and this segment 
provides a starting point for all 
organizations wishing to launch 
a peer mentoring program. The 

universal and not changeable 

of the local community or 
national legislation. However, 
since working with young people 
in the social welfare system 
implies adherence to normative 
frameworks and procedures 
related to the social welfare 
system, each organization 
must know and respect the 
national legislation when 
setting up and implementing 
the program. Bearing in mind 
that the countries from which 
the partner organizations of the 
project originate - Serbia and 
Hungary have organized care 
for young people from the social 

different way, it is not possible to 
derive a unique model of peer 
mentoring program that would 
fully respond to the needs of 
the youth and can be adapted 
to the national and the local 
context. 



Therefore, the second and third 
parts of the guide are devoted 
to the proposals of two models 
of peer mentoring programs 
for youth in the social welfare 
system. 

The second part of the guide is 
the so-called “Serbian” model, 
and the third part of the guide 
is dedicated to the “Hungarian” 
model. Organizations using the 
guide can replicate the model 
in their local communities if they 
are from Serbia or Hungary, or 
adapt it to their national and 
local context if they come from 
a country that has a social 
welfare system organized 

Serbian and Hungarian models. 
In the second and third part of 

welfare in a given country are 
presented, after which a model 
for establishing peer mentoring 
programs for youth in the social 
welfare system is presented in 
detail, respecting the national 
normative framework. 

The last part of the guide 
aims at summarizing and 
drawing conclusions and 
recommendations on the 
establishment of peer mentoring 
programs with youth in the social 
welfare system.



SECTION 1
About Peer Mentoring Programs

Peer mentoring as part of the peer support system;

Forms and types of peer mentoring;

Mentoring relationship as a major feature of the program;

Phases of the peer mentoring program;

Effectiveness assumptions in peer mentoring programs.



P E E R  M E N T O R I N G  A S 
A  P A R T  O F  T H E  P E E R 

S U P P O R T  S Y S T E M

Peer mentoring, as one of the 
models of the PEER SUPORT 
SYSTEM, is an effective approach 
in fostering positive development 
of children and youth and 
prevention of their behavioral 
problems. The strength of the 

in the involvement of peers as 
carriers of interventions for other 
young people. 

the  on the 
individual are extremely strong 
and they become more 

from the family environment. 
It is often more important to 
a young person what their 
friends think and do rather than 
the opinions of their parents, 
teachers or other “adults”. In 
communication with their peers, 
young people are more relaxed, 
intimate, more open, and it is 
easier to achieve both positive 

these relationships.

A peer support system involves 
engaging young people in 
providing various types of 
assistance and support to their 
peers. There are several types 
of peer support that can be 
distinguished: befriending, peer 
mentoring, peer mediation 
and peer listening (counseling). 
In order for peer support and 
assistance to achieve their 
intended and desired positive 
effects, it is essential that 
the peer support system is 
implemented in a planned and 
structured manner, following 
certain phases and principles.

Peer mentoring is a type of peer 
support in which a mentoring 
relationship is nurtured between 
two young persons. It is a 
relationship in which a peer 
mentor acts as a positive role 
model for his or her peer who 
needs help and support. A peer 
mentor is a person of the same 
or similar age, who possesses 
more knowledge, experience 
and skills, and as such can serve 
as a positive role model.



F O R M S  A N D  T Y P E S  O F 
P E E R  M E N T O R I N G

When it comes to peer 
mentoring, two dimensions are 
most often distinguished in the 
literature, which differentiate 
between its forms and its types.

The FORM of mentoring is 
related to the level of structure 
of the relationship between 
the mentor and the mentee (a 
young person receiving support 
through peer mentoring). There 
are two forms of mentoring 
- informal and formal peer 
mentoring. When young people 
spend time together they 
naturally and spontaneously 
form relationships and, through 
talking and sharing experiences, 
they unconsciously provide 
different forms of informal 
support to one another. 

In contrast, when it comes to 
FORMAL peer mentoring, there 
is still a friendly relationship 
between the two young 
persons in focus, but it has an 
additional structure as to how 
the mentoring is initiated, what 

is the dynamics of joint activities, 
how goals are set, as well as 
how long the mentoring lasts. 
Therefore, formal mentoring is 
more complex in structure and its 
elements are mostly determined 
in advance, which is not the 
case with informal mentoring.



FORMS WITH REGARD TO THE STRUCTURE OF MENTORING

Informal Formal
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Mentor and mentee 
have a direct, natu-
ral and spontaneous 

relationship.

Through a third party, 
young people get 

involved in mentoring 
programs and make 

connections with 
their mentors.

The relationship is 
less structured, more 
intimate and more 
dependent on the 

-
tor and the mentee.

There are clear 
boundaries in the 

roles and responsibil-
ities.

Sometimes they are 
clear and precise 

and sometimes not.

Most often they are 
predetermined and 

clear.
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The frequency of 
interactions is sponta-
neously determined. 

The frequency of 
interactions is prede-

termined. 
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Lasts as long it lasts.
There is a clear be-

ginning and ending.

Does not exist.
It exists and it is oblig-

atory. 



The RISKS of informal mentoring 
are reflected in the vague roles 
of mentors and mentees, situa-
tions where mentors take on 
issues in the mentoring process 
that exceed their capacities, as 
well as their rapid burnout, 
because there is no one to con-
sult on how to "lead" a young 
person. Because of all this, young 
people providing informal men-
toring support often feel insuffi-
cient certainty, high responsibili-
ty, and can, with the best of 
intentions, lead the young 
person in a direction that is not in 
their best interests. On the other 
hand, formal mentoring has a 
framework that "protects" the 
mentor from these risks, but often 
there is also an additional "cold-
ness" or difficulty in establishing 
the relationship between men-
tors and mentees precisely 
because of the formality of their 
roles.

The second dimension, in which 
we distinguish between TYPES of 
peer mentoring, is characterized 
by numerous criteria found in 
literature and practice. These 
are, for example, the setting in 
which the program is implement-
ed (usually school or community 
based), the number of people 
with whom the mentorship is 
established (one - to - one , four - 
to - one, group), then the way in 
which communication is 

established (face-to-face, virtu-
al), as well as the aims to which 
mentoring is directed (instrumen-
tal, developmental). These types 
are exclusive within their own 
criteria (for example, if we 
observe setting in which peer 
mentoring is implemented, it can 
be either in the community or at 
school), but they are not exclu-
sive to the other criteria (so peer 
mentoring can be realized at 
school, including two persons 
who communicate face to face 
with mentorship being focused in 
achieving instrumental goals).

Of all the above, the classifica-
tion of the type of mentoring in 
relation to the aim of the mentor-
ing process is particularly import-
ant to us and will be more closely 
in focus. The goals of peer men-
toring programs may vary signifi-
cantly, but based on the primary 
aim, we can distinguish two cat-
egories of activities in these pro-
grams: activities with an instru-
mental aim and activities with a 
developmental aim. According-
ly, we distinguish between instru-
mental and developmental peer 
mentoring.



TYPE WITH REGARD TO THE AIM OF MENTORING

Instrumental Develstmental
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Achieving practical 
goals.

Developing a relation-
ship between the peer 

mentor and the 
mentee.

Achieving clear 
(often academic) 

goals and develop-
ing specific skills.

Reaching optimal social, 
emotional, cognitive 

and academic devel-
opment through quality 

mentorship.

The presence of a 
particular problem or 

difficulty.

For general support in 
development of a 

young person.

Not so demanding.
Complex, with neces
sary mentor’s supervi

sion.

When the goal is 
achieved the mentoring 

is done.

Mentoring ends in 
accordance with pro-

gram determinations on 
the optimal duration 
and needs of young 

people involved in the 
process.



As a rule, instrumental mentoring 
lasts less and involves connect-
ing mentors and mentees in 
order to advance some specific 
knowledge or skill through men-
toring. This can be a task like pre-
paring an exam, learning a lan-
guage, mastering a computer 
program, mastering a certain 
form of dance.... The list of activi-
ties can go on indefinitely. 

What is the basic feature of this 
type of mentoring is the instru-
mental goal itself. That is, the 
mentoring exists to achieve a 
concrete, tangible goal, the 
activities planned are directly 
aimed at achieving that goal 
(like English lessons), and by 
achieving that specific goal 
mentoring fulfills its purpose, and 
so it ends. 

Development mentoring, on the 
other hand, aims at encouraging 
the development of a young 
person. The logical framework 
behind developmental mentor-
ing assumes that establishing a 
strong, friendly relationship 
between the mentor and the 
mentee supports and enables 
positive changes or a successful 
adaptation to the challenges 
the mentee faces. Therefore, the 
central focus of mentoring is 
actually the mentoring relation-
ship between the mentor and 
the mentee. I

In order to avoid misinterpreta-
tion, the mentoring relationship is 
of great importance also in 
instrumental mentoring, because 
it then represents a tool that in 
many ways not only facilitates, 
but often determines, the suc-
cess or failure in achieving the 
set goals. However, when it 
comes to developmental men-
toring, changes happen less 
obviously and rarely the goal of 
mentoring is the same as the 
topic of individual encounters – 
the change happens processu-
ally. It will also happen in devel-
opment mentoring to initially set 
certain instrumental goals, which 
then serve to support the devel-
opment of the relationships 
between the young person and 
their new mentor. 

For example, if a young person 
enrolls in a mentoring program 
because she has moved to a 
new environment for the start of 
his/her college education, and 
does not know anyone in a new 
city, the first instrumental goal for 
a mentor and this young person 
may be to research the local 
community to get her/him 
adjusted. The developmental 
goal behind this relationship can 
essentially be aimed at integrat-
ing the young person and estab-
lishing their own network of signif-
icant others in the new environ-
ment. 



However, such a formulated 
goal may be too “difficult” for 
the young person to articulate 
and define at first, and it can also 
create resistance in mentees as it 
can feel invasive. Working on a 
specific instrumental goal in our 
example contributes to reducing 
the feeling of uncertainty, fear of 
the unknown and contributes to 
establishing control and security 
in a new environment. 

Joint realization and a rather 
simple goal leads to overcoming 
the initial uncertainty in the men-
toring relationship and establish-
es a quality base for further 
socializing and development 
through various mentoring activi-
ties. 

n developmental mentoring, the 
focus is on building and nurturing 
the relationship through which 
the young person is affected 
over time, and the activities that 
mentors carry out with their men-
tees are extremely diverse and 
vary depending on the needs 
and affinities of the youth and 
their mentors. They can range 
from conducting various fun 
activities such as going to con-
certs and sports fields, through 
educational meetings for learn-
ing specific skills, to jointly solving 
certain practical problems for 
the young person, such as 
searching for a flat. 

The bottom line is to carry out 
activities that foster a friendly 
relationship, but also provide 
space for mentoring influence, 
and for enabling, supporting and 
encouraging the development 
of the young person.



M E N E N T O R I N G  

R E L A T H I O N S H I P  A S  T H E  

M A J O R  F E A T U R E  O F  T H E  

P R O G R A M

The effectiveness of peer mentor-
ing programs is influenced by a 
number of factors. Despite the 
fact that most of them are related 
to the planning and implementa-
tion of the program (such as opti-
mal duration, regularity of meet-
ings, proactive mentors, continu-
ous supervision and others), the 
quality of an established mentor-
ing relationship is a key assump-
tion of EFFECTIVENESS. This 
assumption is based on the scien-
tifically validated hypothesis that 
a positive relationship with a peer 
mentor can produce key effects 
for the mentee, primarily in terms 
of creating a sense of self-worth, 
self-esteem and self-confidence. 
Due to the importance of the 
quality of the mentoring relation-
ship itself, this chapter will be 
devoted more closely to the topic 
of establishing, developing and 
maintaining a mentor-mentee 
relationship, and to characteris-
tics that favor successful bonding 
and relationship-building based 
on mutual trust and respect.

Like any other relationship, the 
mentoring relationship develops 
over time through the various 
activities that the mentor and 
mentee undertake in their meet-
ings. By sharing information, 
setting goals, expressing emo-
tions, and regulating behavior, 
participants influence each other. 
The chapter below shows one of 
the models that demonstrates the 
stages that a mentoring relation-
ship goes through. It is a model 
called The B.E.S.T model (Building - 
Enhancing - Sustaining - Transition-
ing) developed by Mentoring 
Partnership of Southwestern Penn-
sylvania – a nonprofit organisation 
that provides various free services 
to local mentoring agencies and 
is a major public advocate for 
mentoring in their region.

Within this model, four phases are 
presented: building, enhancing, 
sustaining and transitioning. These 
stages are not always exclusive, 
and they often overlap. Some-
times the relationship can go 



Back to the previous stage, or 
the cycle can be repeated. 

The first stage in which the 
mentor and mentee get 
involved together is BUILDING 
RELATIONSHIPS: getting to know 
each other, establishing trust, 
clarifying roles, and agreeing on 
boundaries. In building this, new 
relationship, it is expected for 
both parties that they would be 
excited and/or to have some 
anxiety. Already at this stage, it is 
important for the mentor, if nec-
essary, to take the initiative in 
exploring mutual interests. As 
trust in this moment either does 
not exist, or is very fragile, it is 
important for the mentor to be 
consistent, authentic and 
open-minded. Experience shows 
that what is done at this stage 
lays the foundation for the rest of 
the mentoring process.

The second stage involves 
ENHANCING THE MENTORING 
RELATIONSHIP. This specifically 
addresses to a deeper explora-
tion of personal interests and 
setting of more specific goals. In 
addition, at this stage, the 
mentor makes special efforts to 
give the mentee the feeling that 
he or she can be relied upon. The 
goals that are defined can be 
personal in nature, career-orient-
ed, focused on academic 
achievement or anything else 

that mentee has in mind. It is very 
important that at this stage, and 
further during the process, the 
mentee is free to speak about 
her/his ambitions, problems, 
desires, and for the mentor not to 
impose his/her own attitudes 
and beliefs.

In the third phase of the mentor-
ing relationship, trust has already 
been established, the conversa-
tion is more comfortable, person-
al and open. During the SUSTAIN-
ING stage, the main focus is to 
work on previously set goals. 
However, some new challenges 
may arise at this stage, for exam-
ple, as a result of failure to meet 
initial expectations. This opens up 
the need to rethink the initial 
goals and redefine them as 
needed. In this process, a 
cross-section look on the process 
can be helpful in assessing what 
has already been achieved, 
what the new goals are, and 
how to approach them.

TRANSITION is the fourth, final 
stage and it is the preparation for 
ending the mentoring relation-
ship. Changes can be uncom-
fortable and even daunting for 
both sides, but if termination is 
well prepared, it will be easier to 
overcome these feelings. It is rec-
ommended to have an open 
conversation between mentors 
and mentees about everything 



they have accomplished, the 
time they still have available, as 
well as what their relationship will 
look like when the program is 
completed.

A good relationship through 
which it is possible to make posi-
tive impacts is based on the exis-
tence of TRUST. Establishing trust 
is not an easy and straightfor-
ward process because both 
sides enter into this new relation-
ship with a set of their already 
existing expectations, experienc-
es, and beliefs. 

All this affects the way the rela-
tionship will develop, the pur-
pose and goals of the relation-
ship, as well as the boundaries 
that are set. In building trust, one 
of the key segments is consisten-
cy. Therefore, peer mentors 
should pay special attention to 
match their words with their 
behavior. The following table 
shows the most common guid-
ance found in literature for peer 
mentors that can help them 
achieve authentic trust with 
mentees.

TIPS FOR ESTABLISHING TRUST

Be a frined

Mentor should be to his/her mentee a 
peer and a friend, not another authorita-
tive figure or parent/foster parent. Men-
tors should justify the confidence their 
mentees give them.

Mutual respect

Mentors should not impose their beliefs or 
force their mentee to do things he/she 
does not want to do. They should always 
be aware that they are two different indi-
viduals. Mentors should always respect 
the trust they are given.

Listen
Active listening is a tool for mentors to find 
out their mentee's interests and goals. 
They should not give advices if they have 
not been asked for.



„Step back“

The mentor should make sure that the mentee is 
in focus. Mentee should have the major role in 
making decisions on what to do together, what 
to talk about, and what goals to focus on.  The 
control in decision making should be given to the 
mentees as much as possible.

Be consistent 

Activities that were planned should be 
implemented. The mentor should follow 
the mentee, pay attention and be con-
sistent in his words and actions. While the 
activity is ongoing, the mentor should be 
present and attentive to his / her mentee.

Be supportive
In conversation, mentor should avoid the use of 
dismissive language, like “man up” or “that is not a 
big deal”. A mentor should show to the mentee 
that he or she is on his / her side and that the 
mentor is someone on whom you can rely.

Have fun

Even though the mentor is there to support the 
mentee, he should not forget that the basis of the 
change he seeks is friendship. And friendship itself 
includes a range of mutual interests and activities 
that are simply fun. If the mentor and the mentee 
have a good time with each other from the begin-
ning, that can help for overcoming potential chal-
lenges later in the process.

Be yourself

If a mentor wants to make a connection with 
his/her mentee it is very important to be authentic, 
and to just be himself/herself. A mentor shouldn’t 
act and pretend that he/she is someone else in 
order to be a better mentor for his mentee – that 
could have a counter effect.



Be realistic
A mentor shouldn’t agree and accept unrealistic 
demands, activities that require unreasonable 
amounts of time, money or effort.  Setting goals 
and expectations should be realistic.

Take responsibility 

The mentor should keep in mind that build-
ing a relationship with the mentee is part of 
his or her task in the process and should be 
prepared to take responsibility for the flow 
and development of the relationship. This 
does not mean that only the mentor is 
responsible, since their relationship is based 
on mutual respect and trust. Therefore, 
much of the process depends on the 
mentee himself/herself, but the role of the 
mentor is to encourage and nurture a 
friendly relationship.



Defining roles and expectations 
is an important issue for all pro-
gram participants. When it 
comes to the role of a peer 
mentor, the importance of his 
role is quite clear, considering 
that the desired influences on 

the young person are achieved 
through their connection. How-
ever, we must keep in mind that 
he/she is not an "almighty tool" in 
our program, so it is important to 
clarify what mentor’s role entails 
and what it does not.

Peer mentor IS:

Peer mentor ISN’’T:

Friend 
Supporter

Companion 
Advisor 

Role model
Resource for new ideas 

and opportunities
Person to talk to

Social worker
Parent/foster parent 

Teacher 
Super hero

Source of money 
Therapist

Solution to all problems 

As part of peer mentor training it 
is necessary to discuss and sum-
marize their expectations. The 
next table shows what a peer 
mentor can expect as a result of 

a relationship with the mentee, 
as well as what shouldn’t be 
expected. It is possible to add to 
this list some personal items, 
which differ individually.



PEER MENTOR’S EXPECTATIONS 

Justafied Not justafied

To be a positive role 
model to his/her mentee

For the relationship to be 
one directional, at least at 

the mere start

Some change to happen
To support mentee in 
reaching their goals

To experience some frus-
tration as a mentor

To be busy

To make some impact in 
mentee’s life

To “reform” or “save” the 
mentee

To have trust since the 
very beginning

To achieve great change 
quickly

That they will be 
“best-friends-at-first-sight”

 
For them both to have 
exactly the same goals

That the mentee will 
schedule meetings or that 
the mentee will develop 

plans on his/her own

To have all the knowledge 
or understanding about 
the impact which has 

been made



P E E R  M E N T O R I N G  P H A S E S

There are 3 phases of every peer 
mentoring program. They are: 
Preparation, Implementation 
and Evaluation.

The PREPARATION PHASE involves 
detailed planning, where we 
identify the needs of youth, men-
tors and the environment in gen-
eral, where we determine the 
scope and structure of the pro-
gram, set general program 
goals, define the timeframe for 
implementation, define our 
target groups for mentors and 
mentees, analyze available spa-
tial, technical and human 
resources, consider the potential 
costs of initiating and maintain-
ing the program, specify the 
roles and responsibilities of per-

sons involved in the program, 
coordinate the program with the 
legislation framework, draft the 
design of the evaluation.

The IMPLEMENTATION of the pro-
gram involves the definition and 
implementation of specific, inter-
connected and successive 
sub-phases, namely: Recruit-
ment, Screening, Training, Deci-
sion making, Pairing, Activities, 
Supervision and Termination. The 
following table shows the 
aspects of each sub-phase. It is 
not necessary for each program 
to carry out all activities within 
the individual sub-phase. The 
content adapts to the needs 
and goals of the specific mentor-
ing program.



Key Element

Description

Clear presentation of mentoring goals to 
potential mentors

Advertising:
� through different media channels

� from the ranks of CSOs
� presentations to different target groups

Defining the target group of mentees (to let 
mentors know who they will work with)

Specifying the criteria for mentor’s selection:
� age

� time they need to give in to the program
�special qualifications

Creating informative flyers for potential men-
tors (including: the description of the program 
structure and content, selection criteria, infor-
mation about screening, pairing and supervi-
sion processes, review of expectations, obli-

gations, responsibilities and potential benefits 
for the mentors)

Sub-phase

Finding 
potential 
mentors 

Re
ct

ui
m

en
t

Sc
ri

ni
ng Assessment of 

the individual 
suitability of 
the mentor

Initial screening
� Interviewing of mentors

� Analysis of available documentation on 
every mentor (application, portfolio ...)

� Checking the police file

Additional assessment
� Home visits

� Interviews with persons close to the poten-
tial mentor

� Psychological exploration of the mentors 
personality

Continuous checks
� Through training activities

� Through supervisory meetings



Description

Key Element

Sub-phase

Gaining knowledge about:
� the program;

� rules and procedures regarding information 
confidentiality; 

� developmental characteristics of children 
and young people;

� specificities of particular groups;
� forms of support and supervision;

� roles and responsibilities.

Developing skills:
� Communication: active listening, asking 

questions, reflecting, summarizing, non-verbal 
communication

� Emotional intelligence: empathy, trust, 
mutual respect

� Social intelligence: activity initiation, net-
working, proactivity, goal setting, problem 
solving, boundary setting, decision making

Setting realistic expectations: what a mentor 
can expect and what he/she shouldn’t

Improving the 
knowledge 
and skills of 
potential 
mentorsTr

ai
ni

ng

Factors to consider when deciding:

Available free time of mentors, Reliability and 
consistency, Persistence, Motivation, Care, 

Maturity, Flexibility and openness to different 
attitudes and behaviors, Communication and 

listening skills, Border setting skills, Problem 
solving skills, Willingness to use technical sup-
port, Presence of risky behaviors, Negative 

recommendations

Selection of peer mentors

Informing all applicants whether or not they 
will be engaged in the program

Acceptance 
or rejection 

of applicants

D
ec

is
io

n 
m

ak
in

g



Description

While matching compatible pairs, pay 
attention to:

� Specific needs of the young person;
� Mutual interests;
� Common values;

� Personal characteristics of the mentor (ener-
gy, perseverance, sense of humor, patience, 

introversion/extraversion)

First meeting of mentors and mentees:
� Presence of the person who made the 

pairing decision;
� Signing of the contract (contains description 

of obligations and responsibilities of both 
sides).

Matching 
mentors and 

mentees

Sub-phase

Key Element

Pa
ir

in
g

Choosing activities - tips and 
recommendations:

� Based on current personal strengths, inter-
ests and talents of mentees;

� To enable the mentee to achieve some 
success in offered activities;

� To allow the mentee to take on certain risks 
but in a safe and caring environment;

� Choosing interactive activities;
� Provide entertainment and fun;

I� f it is possible, to monitor the implementa-
tion of the planned activities.

Implementa-
tion of  

concrete 
mentoring 
activities

Ac
ti

vi
it

es



Description

It is conducted by experts who are part 
of the program staff.

It is ongoing, in parallel with the imple-
mentation of activities, in accordance 

with a pre-established plan.

Supervision includes 2 elements:
Supporting mentors: providing informa-
tion, resolving problems, encouraging, 
advising and referring, empowering;

Monitoring: participant safety, compli-
ance with rules, regularity of meetings, 

developing the mentoring relationships, 
realization of mentoring activities, satis-

faction of participants.

Reasons for ending the mentoring relation-
ship:

Automatic termination (planned program 
duration);

Practical reasons (e.g. inability to reconcile 
free time);

Positive reasons (achievement of set goals);
Unsolvable problems (e.g. disagreement 

between mentors and mentees).
Steps of a successful termination:

Training: training the mentor on how to suc-
cessfully end the mentoring relationship;
Preparation time: mental and emotional 

preparation for termination;
Final meeting: summarizing the whole process 

(experiences, results, goals, feeling);
Interviews with all participants individually.

Supporting the 
mentor and 

monitoring the 
success of the 

process

Key Element
Sub-phase

Su
pe

rv
is

io
n

Formal end 
of 

mentoring

Te
rm

in
at

io
n



PRACTIICAL NOTES AND 
RECOMMEDATIONS

� Recruitment aims to attract as 
many young people as possible 
to participate in peer mentoring 
programs. The call to mentors 
sets out the selection criteria for 
mentors. Criteria should be suffi-
ciently open and flexible (thus 
allowing a wide range of inter-
ested persons to apply) but not 
so wide that it could compromise 
the quality of the program.

� The recruitment process should 
have certain features of selec-
tion, which will further, through 
the screening and training 
phase, help the decision to 
select peer mentors who will 
respond well to the needs of 
young people.

� It should be given special 
attention to the process of selec-
tion of future mentors, not only to 
ensure the integrity of the pro-
gram, but to adequately protect 
the program beneficiaries.

� In order to protect the benefi-
ciaries, in accordance with legal 
regulations and protocols for the 
treatment of children and young 
people, it is necessary to take 
into account the existing risk 
behavior of potential mentors or 
factors that indicate a high prob-
ability of it. Risky behavior is con-

sidered e.g. absenteeism, use of 
psychoactive substances, run-
ning away from home, various 
delinquent behaviors.

� It is very important to note that 
screening has continuous char-
acter, that is, it lasts throughout 
the entire engagement of men-
tors, and further assessments and 
verifications are carried out first 
through the training of potential 
mentors, and then through 
supervisory meetings and ana-
lyzes of implemented activities.

� Realization of training is usually 
in the form of group workshop 
work, because in this way it is 
possible to observe the interac-
tions of the participants as well as 
to enable a lively, mutual 
exchange of ideas and experi-
ences. Although this is the most 
commonly used approach, it 
does not exclude the possibility 
of conducting individual train-
ings, especially if it is observed 
that this form is more appropriate 
in specific situations.

By reviewing the research mate-
rials on the topic, it is possible to 
find a general recommendation 
that the duration of peer mentor 
training (regardless of the form of 
mentoring) should cover at least 
six hours of intensive work. Op-
tional training sessions should 
also be provided if required.



� In the order of the implementa-
tion of sub-phases, training 
should always precede the final 
decision because there is some 
kind of screening and evaluation 
of potential mentors happening 
during the training. It can there-
fore be expected that at this 
stage there will be some reduc-
tion in the number of potential 
peer mentors.

� Although special efforts need 
to be made to pair mentors and 
mentees on the basis of objec-
tive information, detailed assess-
ment of the mentors, and for it to 
be an impartial decision, it is 
advisable to take into account a 
certain amount of intuition.

� The basis for building a mentor-
ing relationship may be the 
mutual interests of the mentor 
and the mentee, but it is desir-
able that the mentor also has 
some different interests that 
would be a source of new expe-
riences for the mentee.

� When considering the personal 
characteristics of a mentor 
during the pairing process, one 
has to be realistic and under-
stand that it is difficult to find a 
mentor and a mentee with iden-
tical characteristics, but rather 
that this criterion is more used to 
avoid pairing of persons with 
extremely different personality 

characteristics.

� The choice of activities, in addi-
tion to the given recommenda-
tions, may be affected by the 
form of the program. In strictly 
structured programs, activities 
can be predetermined and 
planned, and the freedom of 
choice of specific activities by 
mentors and mentees is greatly 
reduced, so the realization of 
those activities is automatically 
initiated. The justification for this is 
the fact that these are mostly 
peer mentoring programs with 
specific educational goals. For 
less structured programs, men-
tors and mentees choose activi-
ties together, and adherence to 
the advice and recommenda-
tions presented in the table can 
positively affect the effective-
ness of the program as a whole.

�The aim of supervision is to facili-
tate and encourage mentoring 
relationships that will result in pos-
itive change for young people. 
Therefore, it is recommended to 
carry out supervision meetings at 
least once a month (it is possible 
that at the beginning of the pro-
gram meetings may be more 
frequent and the number of 
meetings decreases with the 
passage of time in order not to 
create a dependence of the 
mentor on the experts).



Supervision meetings are usually 
held in one-to-one form, but 
group meetings can also be 
organized as a form of additional 
support for the mentors.

� In order to avoid a sense of 
rejection and betrayal by the 
mentee, as well as sense of 
needlessness and failure with the 
mentor, it is necessary to 
approach to the termination of 
the mentorship in a planned 
manner and with full understand-
ing of the process and the anxi-
ety it may bring.

The final phase, no less import-
ant, is the EVALUATION, which 
involves the systematic collec-
tion of data on the activities, 
characteristics and results of 
peer mentoring programs. Evalu-
ation is an integral part of the 
program envisaged by the plan 
and should not be viewed as a 
separate activity carried out at 
the very end of the program 
implementation. When evaluat-
ing programs, it is important to 
pay attention to process evalua-
tion and impact evaluation.

The evaluation of the process is 
related to the implementation of 
the program itself, and it is nec-
essary to collect information on 
the program, beneficiaries, 

implemented activities, interac-
tions of the persons involved, as 
well as difficulties in implementa-
tion and possible deviations from 
the initial plan. Based on the col-
lected data, the compliance of 
the implementation with the pro-
gram plan is evaluated, and the 
results of this assessment are 
important for the improvement 
of the program. The process 
evaluation can be applied at all 
development stages of the pro-
gram and it always precedes the 
evaluation of the effects.

By evaluating the impact, we 
find out whether, and to what 
extent, the program we have 
implemented causes changes in 
the desired direction in the 
target population. Regardless of 
the design we use in the evalua-
tion (non-experimental, experi-
mental, quasi-experimental), the 
ultimate purpose of impact eval-
uation is to demonstrate the 
effectiveness of the program. In 
evaluating peer mentoring pro-
grams, it is important to include 
all categories of participants 
involved in the program and to 
ensure that the evaluation activi-
ties are conducted with the 
youth who received support 
through the mentoring program, 
with the mentors who provided 
support, and with other associ-
ates who supported mentoring 
activities.



E F F E C T I V E N E S S  

A S S U M P T I O N S  I N  P E E R  

M E N T O R I N G  P R O G R A M S

Knowledge and respect for the 
elements of good practice is 
considered to be a basic prem-
ise of the effectiveness of peer 
mentoring programs. 

Based on the results of a large 
number of evaluation studies, 
the structural elements of suc-
cessful programs have been 
singled out, which, while not a 
guarantee of expected out-
comes, increase the likelihood 
that positive effects will be 
achieved. 

There are four groups of ele-
ments that can be identified: 
planning the program as a 
whole; planning concrete peer 
mentoring interventions; imple-
mentation of the peer mentoring 
process; and evaluation of peer 
mentoring programs.

1. Program planning as a whole

a. The peer mentoring program 
carrier has a developed infra-

structure and organizational 
capacity;
b. The program is based on good 
practice - there is a handbook 
by which the program was cre-
ated and whose steps are 
followed;
c. Program initiation is based on 
a previous needs assessment;
d. The objectives are specified 
for the area in which change is 
desired;
e. Financial resources are provid-
ed to maintain the program.

 2. Planning for concrete peer 

mentoring interventions

a. Peer mentor recruitment strat-
egies are clearly defined;
b. Appropriate promotional ma-
terial was created;
c. Screening of potential peer 
mentors was conducted to 
assess their eligibility to partici-
pate in the program;
d. Adequate training was orga-
nized;
e. Mentors and mentees met 
before making the final pairing 
decision.



3. Implementation of the peer 

mentoring process

a. Sustainability is planned for a 
minimum of six months;
b. There are regular meetings of 
mentors and mentees;
c. Mentors show proactiveness 
(especially in initiating and orga-
nizing meetings);
d. Continuous support and 
supervision are implemented;
e. Mentors are supported in 
organizing and structuring fun 
activities;
f. The support of parents or 
guardians is provided, but not 
their active involvement in the 
activities;
g. A sense of equality in the men-
toring relationship has been 
developed (through mutual 
respect, encouragement, open-
ness);
h. Ending the mentoring relation-
ship has been carefully planned 
and implemented.

4. Evaluation of peer mentoring 

programs

a. The program is cost effective 
(the effects justify the invest-
ment);
b. Continuous internal monitoring 
and evaluation is conducted;
c. An experimental or quasi-ex-
perimental effect evaluation 
design is applied.



SECTION 2
Model of the Peer Mentoring 

Program for Youth in the Social 
Welfare System – Serbia: 

Youth care through the social welfare system in 
the Republic of Serbia

Proposal of a "Serbian" model for peer mentor-
ing programs for youth in the social welfare 

system



 

Y O U T H  C A R E  T H R O U G H  

T H E  S O C I A L  W E L F A R E  

S Y S T E M  I N  T H E  R E P U B L I C  

O F  S E R B I A

The guide before you is intended 
to serve as a tool for planning 
and implementing peer mentor-
ing programs with young people 
in the social welfare system. This 
target group was selected 
because, through a thorough 
review of successful programs, 
we recognize the high potentials 
of using peer mentoring method-
ology as a tool to support young 
people from vulnerable social 
groups. 

However, it is noticeable that the 
methodology itself has been 
used much more frequently in 
programs aimed at the general 
population. Therefore, the next 
chapter is devoted to presenting 
the specificities of the function-
ing of the social welfare system in 
Serbia, in order to understand 
the context in which the pro-
gram will be implemented and 
the specificities of the target 
group to which the program is 
intended.



 
S o c i a l  w e l f a r e  

b e n e f i c i a r i e s  i n  t h e  

R e p u b l i c  o f  S e r b i a

SOCIAL WALFARE aims at provid-
ing assistance and empower-
ment 
for an independent and produc-
tive life in society, and prevent-
ing the emergence and elimina-
tion of consequences of social 
exclusion. The right to social wel-
fare is vested in every individual 
and family in need of assistance 
and support in order to over-
come social and life difficulties 
and create the conditions for 
meeting basic living needs.

Beneficiary status in social wel-
fare can be obtained by an indi-
vidual and family who:

� Faces barriers in meeting 
needs and cannot achieve or 
maintain quality of life; and/or
� Have not enough resources to 
meet basic living needs and 
these needs cannot be met 
through their work, income from 
property or other sources.

The categories of beneficiaries of 
social welfare include:

1) Children - Minors (up to 18 
years);
2) Youth - Adult persons up to the 
age of 26;
3) Adults - Adults aged 26 to 65;
4) Seniors - Adults over 65 years of 
age.

According to the Law on Social 
Welfare of 2011, as well as the 
Draft Law on Amendments and 
Supplements to the Law on 
Social Welfare of 2019, a child or 
a young person may appear as 
a beneficiary of the social wel-
fare system when, due to family 
and other life circumstances, 
there is a threat to its health, 
security and development, or if it 
is certain that without the sup-
port of the social welfare system 
it cannot reach the optimum 
level of development, in particu-
lar:



� If he or she is without paren-
tal care or at risk of losing 
parental care;
� If his / her parent, guardian 
or other carer is unable to 
care for them without the 
support of the social welfare 
system due to health reasons, 
mental illness, intellectual 
disabilities or adverse 
socio-economic circumstanc-
es;
� If he/she has developmen-
tal disabilities (physical, intel-
lectual, mental, sensory, 
socio-emotional, multiple), 
and his/her needs for care 
and material security exceed 
the family's capabilities;
� If he/she is in conflict with 
parents, guardians and the 
community and if his/her 
behavior endangers him-
self/herself and the environ-

ment;
� If he or she faces difficulties 
with the abuse of alcohol, drugs 
or other intoxicants;
� If there is a danger that he/she 
will become a victim or if he/she 
is a victim of abuse, neglect, 
violence and exploitation, or if 
his/her physical, psychological 
or emotional well-being and 
development are endangered 
by the actions or omissions of 
his/her parents, guardian or 
other carer;
� If he/she is a victim of human 
trafficking;
� If he/she is a foreign citizen or 
stateless person and unaccom-
panied;
� If his/her parents dispute over 
the exercise of parental rights;
� If there are other needs for the 
use of social welfare.



 
A s s i s t a n c e  a n d  s u p p o r t  

t h r o u g h  t h e  s o c i a l  

w e l f a r e  s y s t e m  i n  t h e  

R e p u b l i c  o f  S e r b i a

Citizens of Serbia exercise their 
right to social welfare through 
two types of assistance and sup-
port. These are: (1) Social care 
services and (2) Material support.

The objective of providing mate-
rial support is to ensure the subsis-
tence minimum and to support 
the social inclusion of beneficia-
ries. There are several types of 
material support, and there are 
specific conditions for each that 
need to be fulfilled in order for a 
particular individual or family to 
qualify for a specific type of ma-
terial support.

MATERIAL SUPPORT in the Repub-
lic of Serbia can be provided 
through:
1) Financial social assistance;
2) Financial addition for assis-
tance and care of another 
person;
3) The right to an increased 
financial addition for the assis-
tance and care of another 

person;

4) Job training assistance;
5) Other types of material sup-
port (one-time, in-kind assis-
tance).

Social care services are activities 
that provide assistance and sup-
port to individuals and families 
to:
� Improve or preserve the quality 
of life;
� Eliminate or mitigate the risk of 
adverse life circumstances;
� Create opportunities for inde-
pendent living in society.

When considering the current 
Social Welfare Law of 2011 and 
the Draft Law on Amendments to 
the Social Welfare Law of 2019, 
the following groups of SERVICES 
are distinguished:

� Assessment and planning 
services;
� Daily community service;



� ndependent living support 
services;
� Counseling-therapy and 
social-educational services;
� Intensive support services for 
families at risk of displacement of 
children;
� Accommodation services.

From the perspective of this 
guide, counseling-therapy and 
social-educational services are 
of particular importance. They 
cover a form of assistance to 
individuals and families in crisis, in 
order to improve family relation-
ships, overcome crisis situations 
and acquire the skills for an inde-
pendent and productive life in 
society.

This service group includes:
� Intensive support services for 
families in crisis;
� Counseling and support for 
children and parents, foster par-
ents and adoptive parents;
� Support for a family carer with 
a disabled family member;
� Maintaining family relationships 
and family reunification;
� Counseling and support in 
cases of domestic violence;
� Family therapy;
� Mediation;
� SOS telephones;
�Other advisory and education-
al services and activities.

According to the Draft Law on 
Amendments to the Social Wel-
fare Low of 2019, a different divi-
sion of social protection services 
is planned, and there will be a 
change in this category. Specifi-
cally, this Draft sets out the 
following categorization of 
Counseling-Therapy and 
Social-Educational Services:

� Counseling;
� Therapy;
� Mediation;
� SOS telephone;
� Socio-educational programs.



 

P R O P O S A L  O F  A  

" S E R B I A N "  M O D E L  O F  T H E  

P E E R  M E N T O R I N G  

P R O G R A M  F O R  Y O U T H  I N  

T H E  S O C I A L  W E L F A R E  

S Y S T E M

This chapter of the guide pres-
ents all the necessary elements 
and phases of the peer mentor-
ing program, drawn from good 
practice examples and avail-
able literature, tailored to the 
target group and national legis-
lative framework.

 
T h e  o v e r a l l  

g o a l  o f  t h e  

p r o g r a m

The overall goal of the peer men-
toring program is to prevent the 
social exclusion of young people 
in the social welfare system by 
providing peer support.

 N e e d s  

a s s e s s m e n t  

-  y o u t h ,  

m e n t o r s  a n d  

e n v i r o n m e n t

For young people in adoles-
cence, social exclusion is one of 
the most influential risk factors 
that compromises their positive 
development. Rejection from 
positive peer groups and loneli-
ness become even more power-
ful for young people who are 
already excluded and marginal-
ized by entering the social wel-
fare system (young people with-



out parental care, young people 
at risk, young people with delin-
quent behavior, young people 
with disabilities) due to various 
obstacles and life events. 
According to research data in 
Serbia, every third adolescent 
shows signs that he or she needs 
additional support in the field of 
social and emotional develop-
ment. In vulnerable youth groups 
this percentage is only increas-
ing.

The negative effects of social 
exclusion are strongest in the var-
ious transition periods of young 
people involved in the social pro-
tection system (such as leaving 
the housing system or facing 
criminal charges, or entering the 
social protection system for the 
first time), when they are addi-
tionally vulnerable. Without a 
proper support system, a young 
person can adapt to these 
changes in a way that results in 
even greater difficulty.

On the other hand, active youth 
from civil society organizations, 
as well as from the wider com-
munity, who want to support 
youth in the social welfare 
system often do not master the 
necessary skills or do not find 
ways to adequately support the 
youth without entering "the role 
of the savior” or taking responsi-
bility for the fate of every young 

person they support. 

Organized peer mentoring pro-
grams open the door to the 
development of new youth lead-
ers and youth workers and the 
promotion of youth work.

Even though peer mentoring is 
not a new concept and "seems 
familiar", in Serbia there are no 
organizations that specialize in 
peer mentoring and that deal 
with this subject in a professional 
manner. There have been many 
attempts to introduce mentoring 
(where mentoring is provided by 
an adult supporting a child or a 
young person) through various 
Big Brother / Sister programs (with 
more or less success), mainly 
focused on instrumental mentor-
ing (achieving a specific goal for 
a young person or a child who 
receive mentoring support).

 There is still no active peer men-
toring program in Serbia that 
adheres to good practice guide-
lines and that can be used as an 
example of good practice for 
the Serbian context. 

Mentoring with adults as mentors 
is much simpler for the organiza-
tion, as it involves lower levels of 
mentor training as well as simpler 
monitoring, with greater respon-
sibility for the effects and behav-
ior of the mentors lying in them-



selves. 

Peer mentoring involves organiz-
ing significantly more support for 
mentors, especially when the 
mentees are youth facing differ-
ent challenges. In order for peer 
mentoring to be effective and 
not have contra-productive 
effects on the beneficiaries, it 
has to be done "by the book", 
following a series of organized 
steps.

C o m p l i a n c e  

w i t h  t h e  

n a t i o n a l  

l e g i s l a t i v e  

f r a m e w o r k

Bearing in mind the target group 
for which the programs are 
intended, it is important to 
observe the coherence of peer 
mentoring programs with the 
legislative framework in the field 
of social welfare and youth.

In the Republic of Serbia, the cur-
rent Social Welfare Low of 2011, 
as well as the Draft Law on 
Amendments to the Social Wel-
fare Low of 2019, recognizes civil 
society organizations as a legiti-

mate provider of social care 
services and as a significant 
resource for cooperation with 
social service providers estab-
lished by the state. Namely, the 
Social Welfare Low of 2011 
defines the subjects of social wel-
fare and states that activities in 
the field of social welfare, ie indi-
vidual social care services, may 
be provided in accordance with 
this law by an association, an 
entrepreneur, a business compa-
ny and other form of organiza-
tion, established by law (Article 
17). Services include activities 
and goods available to benefi-
ciaries that improve the quality 
of their life through meeting 
needs and eliminating and / or 
mitigating risks. This clearly rec-
ognizes the potential that other 
entities can represent as service 
providers and opens the door to 
civil society organizations as 
active social welfare subjects.

Given that peer mentoring pro-
grams are the focus of this guide, 
it is important to emphasize that, 
from the perspective of social 
care services, they would be an 
example of other advisory and 
educational services and activi-
ties (according to the Social Wel-
fare Low of 2011). ), that is, an 
example of a Socio-educational 
program (according to the Draft 
Law on Amendments to the 
Social Welfare Low from 2019). It 



is important to note here that in 
the Republic of Serbia there are 
still no standards for licensing of 
this group of services, but it is 
expected that this situation will 
change in the coming years. 
Therefore, organizations wishing 
to be licensed service providers 
should monitor the state of social 
welfare and license their services 
when the conditions are met.

The current Youth Strategy for 
the period from 2015 to 2025 rec-
ognizes young people from the 
social welfare system as a signifi-
cant segment of its target group, 
and their empowerment, social 
inclusion and active participa-
tion are recognized as aspira-
tions through various elements of 
this Strategy. Peer mentoring pro-
grams for young people in the 
field of social welfare contribute 
to the following goals of the 
National Youth Strategy:

1. Specific objective (1.2): 
Increased harmonization of 
knowledge, skills and competen-
cies acquired in the process of 
lifelong learning with the needs 
of the labor market.
Strategic goal: Improved em-
ployability and employment of 
young women and men
Area: Youth employment and 
entrepreneurship
Comment: Through peer mentor-
ing programs, mentors them-

selves acquire significant skills 
that are relevant to the labor 
market, and in addition, they 
themselves empower young 
people through the process of 
peer mentoring.

2. Specific objective (2.2): The 
quality and accessibility of youth 
work has been improved and its 
recognition ensured.
Strategic goal: Improved quality 
and opportunities for acquiring 
qualifications and development 
of competencies and innovation 
of young people.
Area: Education, upbringing and 
training of young people
Comment: Individuals who want 
to provide support to young 
people from the social welfare 
system are supported through 
peer mentor training and contin-
uous supervision during the pro-
gram, and in this way their devel-
opment and the development 
of youth work programs through 
peer mentoring is supported.

3. Specific objective (3.2): Con-
ditions have been established for 
capacity building and synergy in 
the work of the YPS and sustain-
able development and inclusion 
of a larger number of youth 
organisations that implement 
youth activities.
Strategic goal: Improved active 
participation of young women 
and men in society.



Area: Activism and active partic-
ipation of young people
Comment: Through the involve-
ment of peer mentors, the active 
participation of young women 
and men in providing support to 
young people from the social 
welfare system is encouraged, 
and the development of new 
peer mentoring programs 
increases the number of organi-
sations that conduct youth activ-
ities.

4. Specific objective (5.2): 
Improved programs for respect 
for human and minority rights, 
gender equality, acceptance of 
diversity, tolerance and fostering 
non-violent means of communi-
cation.
Strategic goal: Improved condi-
tions for developing the safety 
culture of young people.
Area: Youth safety
Comment: The peer mentoring 
program directly nurtures and 
encourages all elements of this 
specific goal. Through the train-
ing of mentors, their skills are 
strengthened directly, which 
continues during the implemen-
tation of the program with young 
people. At the same time, 
through the influence of peer 
mentors as positive role models 
for young people, young people 
are nurtured to respect for the 
human rights of all people.

5. Specific objective (6.2): 

Increased availability and scope 
of activities for the prevention of 
social exclusion of young people 
at risk.
Strategic goal: Improved support 
for social inclusion of young 
people from categories at risk of 
social exclusion.
Area: Social inclusion of young 
people
Comment: Peer mentoring pro-
grams themselves directly aim at 
preventing the social exclusion 
of young people at risk. By involv-
ing peer mentors in working with 
young people from the social 
welfare system, young people 
get their peer-associate, a friend 
who encourages them and helps 
them to be active members of 
their community.

According to the still valid Law 
on Juvenile Delinquents and 
Criminal Legal Protection of 
Juveniles from 2006, peer mento-
ring programs could be included 
in the spectrum of support to 
juvenile offenders through the 
institute of an educational order 
or special obligation. 

The law itself does not clearly 
define who has the responsibility 
of organizing the implementa-
tion of the educational order, 
however, the interpretation of 
other provisions, which say that 
the guardianship authority 



informs the public prosecutor 
about the course and fulfillment 
of educational orders, indicates 
that the guardianship authority 
should be responsible for the 
implementation of the educa-
tional order. Therefore, the inclu-
sion of a young person in the 
peer mentoring program as part 
of the fulfillment of the educa-
tional order needs to be realized 
in cooperation with the center 
for social welfare.

 
P r o g r a m  

p h a s e s

According to the situation in the 
Republic of Serbia, civil society 
organizations may be adequate 
providers of peer mentoring pro-
grams. 

Depending on the selection of a 
narrower target group for each 
specific program, partnerships 
(formal and informal) with differ-
ent community actors should be 
considered. 

These include: actors in the field 
of social welfare, such as the 
Center for Social Work, the 
Center for Foster care and 
Adoption, the organizer of institu-
tion-based accommodation for 
children and young people in 
the local community, etc.; stake-
holders in the field of education, 
such as high schools and universi-
ties - if potential peer mentors 
are recruited in this way; civil 
society actors to work together 
to develop the program or pro-
vide resources to cover a specif-
ic component of the program 
(such as training and supervision 
of peer mentors, or recruiting 

One program cycle, covering 
the implementation of all phases 
of the program, takes on aver-
age for about 2 years, or 24 
months.

The peer mentoring program 
consists of the following succes-
sive phases: Preparation, Imple-
mentation and Evaluation. Each 
of the stages will be covered in 
detail in the following guide.

 
T i m e  f r a m e

P a r t i c i p a n t s  

i n  t h e  

p r o g r a m



them, or reaching the target 
group of mentees). Consider-
ation should be given, in line with 
the resources available and the 
existing partnerships of the carri-
er of the program, to developing 
collaboration relationships with a 
number of other actors from the 
state, civil and business sectors, if 
the need arises.

 
T h e  t a r g e t  

g r o u p

We target the target group of 
young people receiving support, 
ie mentoring, from groups of 
young beneficiaries of social 
welfare in the Republic of Serbia. 
Taking into account the specifici-
ties of each of the situations that 
brings young people in the 
system and the analysis of their 
needs, it is not responsible to 
state that all young people in all 
situations need appropriate sup-
port through a peer mentoring 
program. 

This primarily refers to those youth 
in need of urgent response and 
care by competent institutions, 
such as victims of trafficking, 
youth exposed to violence and 

etc. Peer mentoring programs 
can also be helpful in working 
with these categories, but by no 
means in the acute phase of 
resolving their situation, nor does 
their inclusion in the program 
imply that the topic of mentoring 
itself will be focused on resolving 
their situation. 

The categories of youth who are 
“eligible” for programs of this 
type are youth without parental 
care (especially in periods of 
leaving institution-based or foster 
care), youth with disabilities 
(especially during the transition 
to the next level of schooling), 
youth with behavioral problems 
or youth executing educational 
orders (but then peer mentoring 
is not the only and basic form of 
intervention). 

In accordance with the expertise 
of the organization, its strategic 
commitment, resources, the 
organization should create a 
program for a specific segment 
of youth in the social welfare 
system. If one tries to create a 
program for "all" young people, 
there is a high risk of encounter-
ing difficulties in the organization-
al part of the program, as well as 
not adequately responding to 
the needs of all young people 
who participate, and even the 
risk of some contradictory 
effects.



When it comes to peer mentors 
as the second target group of 
the program, when selecting a 
group to target for potential 
mentors, it is necessary to take 
into account the role that they 
need to fulfill for the mentees, 
and pay attention to personal 
characteristics that mentors are 
desirable to possess, capacity to 
develop skills relevant to mentor-
ing, but also personal experienc-
es that may be relevant to the 
successful completion of their 
future role. 

In addition to these qualitative 
features, it is also necessary to 
pay attention to the age of 
potential mentors, given that 
these are peer support pro-
grams. In practice, this means 
that the mentor should ideally be 
older than the mentee but not 
more than five years older.

 
R e s o u r c e s  

r e q u i r e d

Given the nature of the program 
and the central focus on mentor-
ing activities (which usually do 
not have a permanent form and 
do not use some permanent 
space), peer mentoring pro-

grams are quite cost-effective 
and flexible in terms of spatial 
and technical resources. 

There are no fixed requirements 
regarding the resources required 
to run the program. It is expected 
that the program will require the 
use of designated space for peer 
mentor training and supervision, 
as well as for group activities with 
mentees. 

Technical resources follow the 
usual "training needs" and 
depend on the choice of 
approach in the training of men-
tors and the selection of joint 
activities. 

When it comes to human 
resources, the situation is some-
what more complex but also 
clearer. For program implemen-
tation purposes, in addition to 
program management resourc-
es, it is necessary to include 
experts who have the capacity 
to train peer mentors, as well as 
those with expertise to conduct 
supervisory sessions for mentors 
throughout the program. 

In addition, it is significant that 
there is a mentor coordinator 
who will monitor whether all 
mentoring activities are carried 
out as planned and who will rep-
resent the organizational support 
in their implementation. In addi-



tion, it is possible to involve volun-
teers in supporting the program 
through engaging in group 
activities and in helping to orga-
nize individual mentoring meet-
ings for mentors and mentors. 

Depending on the specific activ-
ities in which mentors and men-
tees participate, community 
resources that may be of use 
and importance during the 
implementation of the program 
should be considered. 

When it comes to financial 
resources, in addition to the 
resources for running the pro-
gram and providing support to 
mentors, and the organizational 
aspect of the program and its 
evaluation, it is necessary to 
count on the costs that mentors 
and mentees will incur during the 
implementation of the program, 
since mentoring alone (primarily 
developmental) realizes through 
joint participation of mentors 
and mentees on activities of vari-
ous character (fun, sports, edu-
cational, creative, practical (eg. 
in the construction of a pallet 
table) etc.). 

It is not advisable to put mentees 
and mentors on their own to 
bear the costs of all their joint 
activities, as this creates a risk for 
continuity of activities, motiva-
tion of participants and dropout 

due to lack of financial resourc-
es. 

The proposed modality is to 
determine the amount at which 
the mentor and mentee are 
available for every meeting, and 
in relation to that information 
they can plan activities and 
decide whether they want to 
participate with their own funds 
in some particular activities. 

For the purpose of providing 
additional support it is advisable 
to include community fundrais-
ing for this aspect of the pro-
gram, and to activate communi-
ty resources that can contribute 
to the program either through 
additional financial support or 
through the provision of services 
and goods free of charge. In 
addition, it is advisable to plan 
some resources for the comple-
tion phase of the mentoring pro-
cess, since it involves organizing 
a celebration for mentors and 
mentors.



P R O G R A M  P H A S E S

As noted previously, one cycle of 
peer mentoring programs con-
sists of the following successive 
phases: Preparation, Implemen-
tation, and Evaluation. 

In order to further elaborate the 
steps, the following example will 
be taken of the program being 
developed by CEPORA - Center 
for Positive Youth Development. 

It is a program aimed at support-
ing young people without paren-
tal care who have left or are in 
the process of leaving institu-
tion-based or foster care, where 
a peer mentoring program cre-
ated on the basis of the recom-
mendations presented in this 
guide is one component of the 
support.

P r e p a r a t i o n

The preparation phase actually 
covers all those activities aimed 
at setting up the program. At this 
stage, relevant partners from the 
system are mapped according 
to the selected segment of the 
target group of youth in the 
social welfare system. Contacts 
are established, program rela-
tions are regulated through 
co-operation protocols or other 
forms of defining mutual roles in 
the program, and a communi-
cation plan is created for all 
target groups. A detailed pro-
gram timeline is created and the 
roles and responsibilities of all 

program participants are 
defined. 

In addition, it is important to 
define the type of mentoring in 
relation to its objective (develop-
mental or instrumental), given 
the significant differences in 
resources, expertise and mentor-
ing flow required for the two 
types. 

The planned peer mentoring 
program is, in its form, a formal 
mentoring program. However, 
the program we will present 
through the guide seeks to 



“keap” the benefits of both 
formal and informal peer mento-
ring. In other words, it seeks to 
achieve the quality of mentoring 
relationships that accompanies 
informal mentoring, and to pro-
vide support to mentors and 
mentees provided through the 
formal elements of the program. 
In addition to all this, promotional 
materials are being prepared at 
this stage, which will be used in 
communication with target 
groups, partners and the public. 

The duration of the phase and its 
constituent elements depend on 
the capacity and networking of 
the organization in the communi-
ty where the program is planned 
to be implemented. On aver-
age, it is necessary to spend two 
to three months for this phase of 
the program. With respect to the 
peer mentoring program imple-
mented by CEPORA, the ele-
ments described are presented 
in the table below.

Youth without parental care 
from the territory of Belgrade 
who have left or are in the pro-
cess of leaving institution-based 
accommodation or foster care.

Segment of the target 
group of youth in the 
social welfare system

Developmental mentoring;
Instrumental mentoring.

Defining the type of 
mentoring in relation 
to the goal

Center for the Care of Infants, 
Children and Youth Belgrade;

Center for Foster care and 
Adoption Belgrade;

Youth Association "My Circle";
City Center for Social Work.

Mapping significant 
contributors in the 
community






































































































