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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



Meetings with representatives 
of institutions;

Sending of a formal letter;
Creating cooperation 

agreements.

Defining mutual 
roles in the program

Roles distribution within the 
organization;

Development of role definition 
documents for all hired 

associates;
Defining time dynamics and 

deadlines;
Preparation of administrative 
forms for the programming 

cycle.

Defining roles and 
responsibilities 

Mapping of target groups for 
communication on program 

activities;
Defining the dynamics and 

channels of communication;
Planning of promotional 

material.

Develst a 
communication 
strategy for the 
program

Design and development of 
promotional leaflets for poten-

tial mentors;
Design and development of 

promotional leaflets for young 
people;

Design and development of 
information brochures for asso-

ciates from institutions.

Production of 
promotional material



I m p l e m e n t a t i o n

The Implementation phase 
involves the implementation of a 
series of sub-phases that follow 
the process of selecting mentors, 
connecting them with mentees, 
conducting mentoring activities 
and ending mentoring. These 
include screening potential men-
tors, training them, then making 
an engagement decision, 
followed by pairing with mentors, 
conducting activities, mentor 
supervision, and termination of 
the mentoring process. 
Depending on the organization's 
resources and capacity, as well 
as the planned scope of the pro-
gram, some of the sub-phases 
may also be skipped, which will 
be specifically indicated. The 
implementation phase lasts an 
average of 14 to 20 months, 
depending on the length of the 
mentoring activities and the 
duration of each sub-phase.

The recruiting sub-phase refers to 
the process of finding potential 
mentors. Therefore, it practically 

represents the detailed develop-
ment of the target group of peer 
mentors. When planning this 
sub-phase, it is extremely import-
ant to think about the specifici-
ties of the target group of men-
tees, the role of the mentor, and 
the personal capacities and skills 
that contribute to the successful 
realization of mentoring activi-
ties. 

However, this is also one of the 
stages that can be skipped in the 
process. For example, if an orga-
nization has a volunteer base 
that it wants to use as peer men-
tors and does not want to 
expand the list of mentors to 
other young people, it will imme-
diately go to the sub-phase of 
screening. 

However, given the specifics of 
the experiences of youth in the 
social welfare system, and their 
often present feelings that only 
“one of them” can truly under-
stand them, it is important to 
include other young people from 
the social welfare system as 
potential peer mentors. This is 
especially so if developmental 

Recruiting



mentoring is planned, where the 
role of mentors as role models for 
young people is further 
enhanced. The CEPORA recruit-
ment plan is shown in the table 
below.

Youth without 
parental care 
who have left 

the social 
welfare system

“My Circle” 
Youth 

Association

Direct contacts;
Telephone 

applications;
Online forms.

Target group of 
mentors

Recruitment
channel

Method of 
recruitment

Youth with a 
background in 
Social Sciences

Cepora's 
volunteer base

Email contacts;
Online forms.

Youth from the 
general 

population

Cepora's base 
of youth 
program 

participants

Direct contacts;
Contacts through 
social networks;

Online forms.



Screening

Screening involves assessing the 
individual eligibility of a mentor. 
In the previous sub-phase, the 
categories of mentors were 
selected and, with additional 
support, were expected to ade-
quately respond to the needs of 
youth from the social welfare 
system for which the program is 
planned. 

In the sub-phase of screening, 
the available documentation on 
potential mentors is evaluated, 
so-called “inbound” interviews 
are conducted, and skills devel-
opment capacities are ana-
lyzed. Even if organizations 
choose to recruit mentors from 
among their members or volun-
teers, it is desirable that the 
screening phase be conducted 
in order to view the capacities 
and skills of the potential peer 
mentor from the perspective of 
his or her future role. When it 
comes to the CEPORA program, 
screening is done through analy-
sis of mentor applications and 
inbound interviews. However, 
there is no elimination of mentors 
at this stage, but also the next 
sub-phase – training is used to 
further assess the individual eligi-
bility of the mentor.

Training

This phase can only be skipped in 
a hypothetically ideal situation 
where the organization already 
has trained peer mentors. How-
ever, even then, it is difficult to 
expect that trained mentors are 
also aware of all the specifics of 
the specific target group target-
ed by the mentoring program. 

Even if the first cycle of the pro-
gram has already been imple-
mented and some of the same 
mentors are involved in the next 
cycle, the training is useful not 
only for checking up on the men-
tors, but also for introducing 
them to new mentors, creating 
the basis for later horizontal sup-
port between the mentors them-
selves and the opportunity for 
continuous work on themselves. 
The task of the trainer is to adjust 
the content of the training, in 
accordance with the experi-
ence of the mentors, before 
deciding to skip this sub-phase.

There are significant differences 
in the requirements when it 
comes to preparing mentors for 
the implementation of develop-
mental mentoring, and when 
preparing for implementing 
instrumental mentoring activities. 



Preparing a mentor for instru-
mental mentoring can take less 
time and is focused on establish-
ing a quality relationship with a 
young person, setting realistic 
goals and transferring knowl-
edge. 

Preparing mentors for develop-
mental mentoring is more com-
plex and comprehensive. In 
order to respond to the needs of 
the mentee and to prepare the 
mentors for their role, it is neces-
sary for the training to be realized 

in multiple sessions, with each 
session lasting several hours. 

The training elements developed 
under CEPORA program are 
shown below. There are 8 train-
ing sessions that take place over 
four weeks, covering two work-
ing days per week. Each session 
is conducted over a period of 3 
working hours. The training is 
designed to cover elements of 
importance for both develop-
mental and instrumental mentor-
ing.

Introduction 
to peer 

mentoring

About peer mentoring;
Forms and types of peer mentoring;
The role of the mentor;
Procedures for the protection of mentors and 
mentees in the program: Code of Ethics and 
Safeguarding Policy.

Sestion Tstpics Learning outcomes

- Mentors have a clear idea of what constitutes 
a peer mentoring program;
- Mentors have realistic expectations of their 
own involvement in the program;
- Mentors know to whom and how to approach 
if they recognize the risk to their own or the 
safety of the mentee.

1



Who are the 
mentees

Characteristics of youth without parental care;
Specificity of the transition period when leaving 
institution-based accommodation or foster 
care;
Specific features of youth functioning in the 
social welfare system.

Sestion Tstpics Learning outcomes

- Mentors do not have misconceptions about 
the target group of mentees;
- Mentors are prepared for the challenges of 
working with mentees;
- Mentors know the specifics of youth 
functioning in the social welfare system.

What is and 
what is not 

peer 
mentoring

Analysis of the goals of peer mentoring;
Examples of peer mentor activities;
Distinguishing peer mentoring from typical 
aiding professions.

- Mentors have no misconceptions about their 
role;
- Mentors recognize the limits of their role;
- Mentors have a clear focus on the young 
person, not their position in social welfare.

2

3



The men-
tor-mentee 
relationship

Discovering the specificity of the mentor-men-
tee relationship;
Examples of relationship building through con-
crete activities;
The issue of responsibility for the change;
The relationship between closeness and 
boundaries in the mentoring relationship.

Sestion Tstpics Learning outcomes

- Mentors are sensitized to establish friendly 
relationships with mentees;
- Mentors are not at risk of taking on the role of 
"the savior" over the young person;
- Mentors recognize their own and others' 
responsibility in the mentoring process.

Peer Mentor 
Skills 1

Communication

Non-verbal communication;
Active listening;

Reflecting and asking questions

Improved communication skills of mentors

4

5



Peer Mentor 
Skills 2

Emotions

Sestion Tstpics Learning outcomes

Empathy;
Trust;

Mutual appreciation

Improvements are the emotional
 intelligence skills of the mentor.

Peer Mentor 
Skills 3 

Resourcefulness

Initiation of activities;
Connecting skills;

Setting goals;
Problem solving;
Decision making.

Mentors' social intelligence skills have been 
enhanced.

6

7



Planning and 
managing the 
mentoring pro-

cess

Simulation of mentor-mentee matching;
Simulation of the first meeting;
Planning activities;
Transfer of knowledge to mentees;
Preparation of the process of termination.

Mentors know how the mentoring process will 
look;
Mentors have realistic expectations of the 
course and outcome of the mentoring process.

The code of 
Ethics of Peer 

Mentors

Sestion Tstpics Learning outcomes

Procedures for the protection and 
safety of mentors and mentees in 
the program;

Mentors know to whom and how they can 
talk to if they recognize risks for theirs or the 
safety of mentees. 

8

9



The next sub-phase is character-
ized by the final selection of peer 
mentors. The decision is made on 
the basis of all the information 
collected about the candidates, 
the additional assessment during 
the training, as well as the factors 
related to the mentors them-
selves, regarding the assessment 
of their free time, motivation 
after the training and willingness 
to work with the target group of 
mentees. A convenient means of 
checking these factors and the 
"last" interview before deciding is 
a post-training interview. 

When it comes to the CEPORA 
program, it was decided that all 
eligible mentors make up the 
mentor base, that is, the number 
of mentors is not predetermined 
in relation to the number of men-
tees, but all those who have suc-
cessfully completed the training 
and are estimated to have high 
probability to successfully per-
form the mentoring role. 

What is important to point out is 
that there is a good chance that 
some potential mentors who, for 
some reason (whether objective 
like the amount of time they can 
give or subjective like assessing 

Decision making their skills) may not meet the 
criteria for so-called "develop-
mental" mentors, may still repre-
sent a significant resource for 
conducting instrumental mentor-
ing activities.

In order to be matched with 
mentors, it is essential that there 
be a specific pool of young 
people who will be included in 
the program as mentees. There-
fore, in parallel with the prepara-
tion of mentors through their 
training and selection, the selec-
tion of young people who will 
participate in the program 
needs to be happening. 

In accordance with the needs of 
the particular young person, it is 
decided whether he / she will be 
required to have a mentor to 
carry out developmental or 
instrumental mentoring. In the 
case of instrumental mentoring, 
one looks at which of the men-
tors possesses the required 
knowledge / skill, but also assess-
es whether that particular 
mentor and specific mentees 
make a good match. 

When it comes to development 
mentoring, the central focus is 

Matching



assessing the compatibility of 
mentors and mentees. The 
matching is realized through sev-
eral steps, and it is possible to 
change the initial connection 
before or during the subsequent 
program phases, ie to estimate 
that the created connection 
was not actually the most ade-
quate.

Matching can be done on the 
basis of an assessment of 
common interests, values, as well 
as personality traits of mentors 
and mentees. Various 
youth-friendly exercises can be 
conducted for this purpose, 
through which the supervisor / 
trainer or a third party in charge 
of monitoring the matching pro-
cess will obtain the desired infor-
mation to help analyze suitable 
matches. 

What is important to note is that 
this phase should by no means 
be carried out unplanned and 
ad hoc, such as on a first-impres-
sion basis - who sat with whom on 
the first activity or something simi-
lar. This significantly compromises 
the chances of successful men-
toring and the realization of posi-
tive effects. The initial matching 
decision is followed by an indi-
vidual meeting or a group activi-
ty attended by the mentor, 
mentee and the person in 
charge of monitoring the match-

ing. This activity serves as a con-
firmation of a good fit or an 
opportunity to change the deci-
sion, as well as for creating closer 
connection of mentors and men-
tees and establishment of basic 
trust, and for the basis for suc-
cessful start of the mentor-men-
tee relationship. 

In addition, this activity is also 
used to present basic informa-
tion about the program itself, its 
duration and dynamics, so that 
all participants have realistic 
expectations. Furthermore, a 
joint meeting is also used to plan 
the first joint activities so that the 
young people involved get sup-
port if they need it for these first 
steps. 

At the end of the meeting, a 
symbolic agreement on cooper-
ation between mentors and 
mentees is signed, confirming 
the willingness of both parties to 
participate in the process.

After matching and making the 
final decision to start the mentor-
ing process, a series of activities 
begins. And in this sub-phase, 
there is a significant difference 
between developmental and 

Conducting activities



instrumental mentoring. 

Mentors and mentees who set 
an instrumental goal for their 
activity will adapt the activities 
to the goal itself. For example, if 
the goal is to master a specific 
computer program, the activities 
will be related to mastering the 
program. Simple as that. 

However, if the process of devel-
opmental mentoring is ongoing, 
the central focus will be the men-
tor-mentee relationship itself, 
and a variety of activities will be 
implemented through which 
participants will build and 
strengthen their friendly relation-
ship. Most often, the activities are 
initially chosen in accordance 
with the interests of both parties 
(for example going bowling), or 
involve introducing into some 
new experiences one of the par-
ties (for example climbing an 
artificial rock). 

Meetings should be chosen in 
such a way as to allow for a joint 
activity, to occasionally give the 
mentee the opportunity to 
achieve some success, and to 
leave his or her comfort zone in a 
safe and caring environment. 
However, this does not mean 
that mentoring activities are 
conducted solely in a fun con-
text. A mentor should be a trust-
ed young person, supportive 

and a role model. Therefore, 
mentoring activities will often 
include solving certain very spe-
cific and practical issues of 
importance to the mentee (such 
as completing a job application, 
going to an institution to retrieve 
an ID, repairing a home ele-
ment). Also, the mentor should 
be free to include the mentee in 
some of his / her problematic 
activities in order to foster mutual 
respect and mutual trust in the 
abilities of both parties in the pro-
cess.

One of the important topics to 
mention here is getting to know a 
mentor with significant others in 
the life of a mentee such as a 
close family member, best friend 
or partner. These activities are 
supported in mentoring pro-
grams, given that the mentor 
represents a significant person in 
the life of the mentee with whom 
that young person spends a 
significant amount of time. 
Therefore, encounters with 
important persons in the life of 
the mentee are important in two 
respects. The first is the desire of 
the young person themselves to 
introduce the mentor to their 
loved ones, which speaks to the 
quality of the friendship they 
have achieved and the impor-
tance of the mentor. Therefore, it 
is relevant to acknowledge the 
importance of mentoring by 



organizing such meetings. 

Another aspect is the care of the 
young person's environment, 
and the desire to get to know the 
person with whom the young 
person is spending time. When it 
comes to this topic, it is important 
to prepare a mentor for these 
meetings. In addition, it is 
extremely important to under-
stand that, while significant 
others have “insight” into the 
mentor through a mutual 
encounter, the mentoring rela-
tionship remains a mentor-men-
tee relationship – significant 
other persons should not be 
involved in mentoring activities 
on a regular basis or influence to 
their flow.

During developmental mentor-
ing, it is possible for the mentor 
and mentee to work towards a 
number of smaller goals, some of 
which will be instrumental. This in 
no way threatens the mentoring 
relationship, but only contributes 
to the quality of mentoring, as it 
puts the mentor and the mentee 
in a situation of joint mastering of 
a certain knowledge / skill, and 
contributes to the dynamics of 
the relationship, its deepening, 
but also testing how obstacles 
and potential disagreements 
between the mentor and the 
mentee are overcome. Setting 
instrumental goals can also be of 

great relief at the very beginning 
of mentoring, as it is often easier 
for young people to focus on 
specific tasks in the early stages 
of the program when they do 
not yet have confidence in their 
mentor. In these situations suc-
cess in mastering the first 
common goal is used to moti-
vate the young person, to 
appreciate the joint work, and to 
set further developmental goals.

The peer mentor coordinator in 
this sub-phase has the role to 
monitor the implementation of 
the activities, their dynamics and 
the selection of the activities 
themselves, and to assist the 
mentors in organizing the activi-
ties and connecting them with 
various resources in the commu-
nity. 

The preferred dynamic of the 
meetings is once a week, but it is 
determined on a case-by-case 
basis, according to the needs 
and time of the mentor and 
mentee. However, activities 
should not be carried out less 
than twice a month, as then the 
risk of significant dilution of the 
meetings and the collapse of the 
relationship are at risk.



Supervision

When it comes to developmen-
tal mentoring, supervision is one 
of the mandatory elements of 
the program. Supervision can be 
conducted by the same experts 
who conducted the training or 
new, specially selected associ-
ates to provide support during 
the program. If new associates 
are involved, it is advisable for 
them to participate in mentor 
training sessions, so that the men-
tors can familiarize with them 
and develop a basic trust in 
them. 

Supervision sessions should be 
held throughout the program, in 
accordance with a pre-estab-
lished plan. Ideal dynamics 
include meeting once a month, 
and should not happen less than 
once every two months. This is 
especially specific with peer sup-
port, and supervision serves to 
support mentors and ensure that 
they do not they take in "more" 
to what they can take, and that 
they are staying within their role.

Supervision can be organized 
through individual or group 
sessions with mentors. The bene-
fits of group supervisory meetings 
are reflected in the horizontal 

exchange of experiences, 
reflections, challenges and solu-
tions by the mentors themselves, 
with the supervisors help and 
guidance. This type of support 
greatly contributes to the further 
strengthening of the relationships 
between the mentors them-
selves, the sense of community 
and the reduction of feelings of 
isolation and loneliness in the 
field by individual mentors. 

On the other hand, individual 
supervision provides an opportu-
nity for more detailed insight into 
the needs and work of each indi-
vidual mentor, and also gives the 
supervisor greater control over 
the process, the opportunity to 
open up some sensitive topics 
that are not suitable for group 
work, as well as to strengthen the 
mentor's sense of confidence in 
the supervisor. 

What kind of supervisory support 
an organization will carry out for 
its mentors remains its choice, 
however, the most effective 
combination is using both 
approaches, ie providing group 
and individual support for men-
tors, in order to "reap" the bene-
fits of both and to provide the 
mentors with the highest quality 
support .

Through supervisory meetings, 
mentors are supported through 



informing, problem-solving, addi-
tional empowerment through 
encouragement, counseling. 

However, supervision also serves 
to monitor the work of mentors 
and to analyze their safety and 
security, maintaining healthy 
boundaries, regularity of meet-
ings, and satisfaction of partici-
pants. 

An important segment of super-
vision is the recognition of situa-
tions in which a mentor emerges 
from his / her role and enters the 
role of another professional 
helper (such as a psychothera-
pist or psychiatrist). In these 
cases, supervisor interventions 
should go in the direction of em-
powering mentors to encourage 
young people to look for the 
right kind of support at the right 
address, to get really adequate 
help and support, and to keep 
mentors "from taking on" other 
than their own responsibility.

The termination of the mentoring 
process, although the final 
sub-phase, is extremely signifi-
cant and in no way should it be 
approached unprepared. There 
are a number of examples of 
programs that ended in a rough 

Termination

cut of activities and whose eval-
uations show that such an end 
has eroded the positive effects 
of the program. Therefore, the 
completion of the mentoring 
program is planned from its 
inception. Preparations for this 
are also made during the train-
ing of the mentor. Then the 
planned dynamic is presented to 
both mentors and mentees 
during introductory meetings. 
Subsequently, as the process 
progresses, the time and devel-
opmental dynamics of mentor-
ing meetings are monitored. 

As a rule, instrumental mentoring 
lasts as long as it takes to master 
a specific knowledge / skill and 
ends upon achieving that goal. 
Developmental mentoring, on 
the other hand, has the more 
difficult task of determining the 
duration and timing of comple-
tion. The best practice examples 
are that the mentoring process 
itself lasts from six months to a 
year. Shorter than six months calls 
into question the possibility of 
achieving developmental goals, 
and the duration of more than 
one year risks the emergence of 
counter-effects and the devel-
opment of so-called depen-
dence on support in a young 
person.

In the CEPORA program, the 
termination plan for develop-



mental mentoring, in addition to 
introductions during training and 
initial activities, is organized as 
follows:

� Through supervisory meetings, 
it is verified that the mentoring 
process is ongoing, and changes 
in mentors and changes made 
with the mentees are mapped;

� At the beginning of the fifth 
month of mentoring, a cross-sec-
tion is made with the mentors, 
and it is assessed where the 
young person is in terms of the 
goal set at the beginning of the 
mentoring. This meeting with the 
mentors assesses whether the 
goal has been achieved or 
whether the mentoring process 
needs to be extended, and how 
many more months will be spent 
in the specific case;

� If it is estimated that the goal 
has been achieved, the sixth 
month is dedicated to the termi-
nation of the mentoring – discuss-
ing the next steps with the young 
person and planning final activi-
ties with the mentor;

�If it is estimated that more time 
is needed to reach the goal, the 
extension of the mentoring pro-
cess will be discussed with the 
young person and an approxi-
mate timeframe for the exten-
sion will be agreed;

� The evaluation process is 
repeated one month before the 
end of the agreed mentoring 
period. If it is assessed that the 
objective has not been 
achieved, other forms of support 
that may be offered to the 
young person, which would 
more adequately address their 
needs, are considered. If the 
goal is met, the last month is ded-
icated to termination of the 
mentoring – discussing the next 
steps with the young person and 
planning final activities with the 
mentor;

� During the final activities, it is 
important to summarize the joint 
process and to highlight the suc-
cesses achieved during the men-
toring period;

� After the first six months, a final 
celebration is organized with all 
the mentors and mentees who 
have completed their joint pro-
cess during this period. It is 
important that all couples partic-
ipate in a particular celebration 
of the process they have gone 
through. Therefore, if there is no 
possibility of organizing a cele-
bration for a large number of 
mentoring couples (for example, 
for a couple who completed 
their activities after 8 months and 
other active couples are still 
working for 2 months afterwards), 
it is necessary to organize individ-



ual celebrations – where the par-
ticipants are mentor and 
mentee, but also the supervisor 
and other personnel known to 
the young person from the pro-
gram appear who will congratu-
late both the mentor and the 
mentee on shared successes;

� In some cases, the mentoring 
process may be terminated due 
to the failure of one of the par-
ties, or due to the occurrence of 
certain irreconcilable differenc-
es between the mentor and the 
mentee. In these cases, it is 
advisable to organize closing 
meetings where, with the super-
visor, the activities and the pro-
cess will be summarized, and the 
completion of the process in 
dispute will be prevented. In 
addition, it may be possible to 
consider matching the young 
person with another mentor or 
directing the young person to 
another form of support in the 
organization or in the communi-
ty.

Ending the peer mentoring pro-
cess does not necessarily mean 
ending the mentor-mentee rela-
tionship. If these two young 
people have established, devel-
oped and maintained a quality 
relationship that relationship will 
naturally turn into a friendship 
after the program, and they will 
continue to see each other, but 

on their own dynamics, which 
may be more frequent or less 
frequent than the one that exist-
ed during the program. Some 
relationships weaken over time, 
some become even stronger 
after the formal elements of the 
program are "removed". 

It is important to note that all 
options are ok and on the table, 
and that both parties choose 
and consider the quality of the 
relationship they want to main-
tain. Mentors are under no 
formal obligation to the mentee, 
nor are the mentees obliged to 
further include the mentor in their 
activities and inform them about 
their progress. However, in prac-
tice, friendships are most often 
achieved, which, in various 
forms, are further maintained 
throughout the life of the mentor 
and the mentee.



E v a l u a t i o n

The evaluation of the program 
should be organized in accor-
dance with the capacity of the 
organization. The minimum is an 
examination of the effects 
achieved with mentees as well 
as the effects achieved on peer 
mentors. These effects can be 
examined through focus groups 
with participants, or through indi-
vidual interviews. 

In addition to mapping the 
effects, it is necessary, in accor-
dance with the specifics of the 
peer mentoring programs, to 
pay special attention to the 
analysis and evaluation of the 
importance of the relationship 
between mentors and mentors 
and the general satisfaction of 
participants with the entire pro-
gram. 

A more comprehensive draft of 
the evaluation can cover a 
detailed analysis of the effects in 
accordance with the set goals 
and quality of the achieved 
mentoring relationship through 
the implementation of initial 
assessments with young people 
and mentors, and comparing 
the results on the examined items 
at the end of the process. 

In addition to mentors and men-
tees, it is possible to include a 
supervisor and the mentor coor-
dinator as sources of data on the 
effects achieved on these two 
target groups. 

Also, all associates involved in 
the program should participate 
in the evaluation of the program 
process, in order to analyze all its 
aspects and to create a plan for 
the improvement of the program 
for the next cycle. The evaluation 
should follow all phases of the 
program in order to draw ade-
quate conclusions about the 
progress and effects of the pro-
gram. 

Therefore, an evaluation plan 
should be created before the 
implementation of the program 
begins, data should be collect-
ed on a regular basis for the 
duration of the program, and the 
effects should be measured 
further upon its completion.

A special place in the evaluation 
of peer mentoring programs is 
occupied by the formal organi-
zation of meetings of mentors 
and mentees six months after the 
implementation of the program. 



These meetings have a dual 
function. They function as a 
booster session for young 
people, enhancing the effects of 
the mentoring program. 

On the other hand, these meet-
ings provide an opportunity for 
follow-up of young people and 
for assessing the sustainability of 
the effects of the program.



Model of the Peer Mentoring 
Program for Youth in the Social 

Welfare System – Hungary: 

Youth care through the social welfare system in 
Hungary

Proposal of a “Hungarian” model for peer 
mentoring programs for youth in the social 

welfare system

SECTION 3



 

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  H U N G A R Y

A b o u t  t h e  c h i l d  a n d  

y o u t h  p r o t e c t i o n  s y s t e m  

i n  H u n g a r y

Child and youth protection is a 
system of activities, legislation 
and institutions aimed at promot-
ing the upbringing of children in 
the family, preventing and elimi-
nating their vulnerability, and 
providing substitute protection 
and care for children who are 
displaced from their families as a 
result of an official action.

The general rules and system of 
child protection are set out in 
Act XXXI of 1997 on the Protec-
tion of Children and Guardian-
ship Administration Act- com-
monly known as the Child Pro-
tection Act.

In accordance with the UN Con-
vention on the Rights of the 
Child, the Child Protection Act 
puts the best interests and rights 
of the child first, giving priority to 
upbringing in the family. To this 
end, it provides a wide range of 
different benefits for the family 
and the child and only allows for 
removal from the family as a last 
resort, but still identifies family 
care as a priority.

The Child Protection Act makes a 
clear distinction between official 
work and services. First is the offi-
cial decisions concerning the 
fate of the child and the family - 



e.g. displacement from the 
family and reinstatement; 
appointment of a guardian, 
decision on adoption - means 
what the guardianship authority 
(registrar, guardianship office) 
does; and secondly, the different 
types of services that families 
and children in need can use.

The Child Protection Act also 
separates the two types of 
services: basic child welfare 
services available to all families, 
and special child protection 
services providing care for chil-
dren excluded from the family.

The operation of the child pro-
tection system is a state and 
local government task, in which 
non-governmental organiza-
tions, church organizations and 
individual entrepreneurs also 
participate.

In addition to the above organi-
zations, a number of other orga-
nizations are also responsible for 
the protection of children, which 
are obliged to report if they 
detect any situations that could 
intervene with the child’s benefit 
to the district child welfare. These 
bodies include, but are not limit-
ed to, the Child Health Service; 
various public educational insti-
tutions; family support services; 
the police; the prosecution; the 
victim support service; non-gov-

ernmental organizations in con-
tact with children; but any citizen 
can and even is required to 
report if he or she detects child 
abuse or other threats.

The protection of children is 
ensured by benefits in cash and 
in kind, basic care services, per-
sonal care services and official 
measures.

The operating structure of the 
child protection signaling system 
can be found in more detail 
here:
https://www.parlament.hu/doc-
uments/10181/1202209/Infoj-
egyzet_2017_27_gyermekved%2
0elmi+jelzorendszer.pdf/104dd04
a-dca3-47bc-944e-bfb07067676f



C a r i n g  f o r  y o u n g  p e o p l e  

i n  H u n g a r y ' s  s o c i a l  

w e l f a r e  s y s t e m

The law covers the provision of 
specialized child protection 
services for children who are 
temporarily or permanently 
displaced from their families. The 
range of specialized personal 
care services includes home 
care, aftercare and regional 
child protection services.

Levels of the child protection 
measures:

� All child and family benefits
� Special care for children and 
families
� Care and monitoring coordi-
nated by the child welfare 
service
� Protection and obligation
� Temporary displacement of 
the child from the family volun-
tarily or by obligation
� Permanent or long term 
displacement of the child from 
the family

M e t h o d o l o g i c a l  C h i l d  

P r o t e c t i o n  S e r v i c e

The Methodological Child Pro-
tection Service (formerly known 
as the Regional Child Protection 
Service, TEGYESZ) is a significant 
and important type of institution. 
The Special Service is the only 
institution, although not main-
tained or contributed to by the 
districts, which the district guard-
ianship authority can use and 

commit to its activities without 
restriction. The Special Service is 
a kind of information and care 
institution, which its complex 
system of tasks makes it a key 
player in the child protection 
network. Every LOCAL territorial 
child protection service is in 
charge of the following responsi-
bilities:



�operation of an institu-
tion-based care providing tem-
porary accommodation for chil-
dren (shelter home) based on 
the decision of the maintaining 
municipality,
� operation of a committee of 
experts on child protection,
�making the decision of where 
will the care for the child be pro-
vided,
� operation of a foster families 

network,
�preparation for foster care and 
preparation for adoption,
� human resources manage-
ment of guardianship advisers, 
professional guardians, and ad 
hoc guardians,
� professional, methodological 
assistance (supervision) for the 
performance of employees

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

i n  H u n g a r y

Benefits in cash and in kind: The 
purpose of benefits in cash and 
in kind is to prevent and reduce 
the financial vulnerability of chil-
dren, to prevent a child from 
having to be removed from the 
family solely because of the poor 
financial situation of the family.

� Regular child protection 
discount
� Additional child protection 
support
� Kindergarten attendance sup-
port
� Extraordinary child protection 
allowance
� Advance child support

� Home creation support
� Child feeding and textbook 
support, school supplies, tuition 
support, reimbursement fees for 
health care, etc.

Information on benefits in cash 
and in kind is provided by 
services and can be provided by 
social offices at the municipality.

Read more here: https://net.jog-
t a r . h u / j o g s z a b a l y ? d o -
cid=A0600063.KOR 63/2006. (III. 
27.) Government Decree on the 
detailed rules for claiming and 
establishing and provide social 
benefits in cash and in kind.



Basic child welfare care: Primary 
child welfare care contributes to 
the physical, intellectual, emo-
tional and moral development 
of the child, to the promotion of 
his or her upbringing in the family, 

to the prevention and elimina-
tion of the established vulnerabil-
ity, and to the prevention of the 
displacement of the child from 
the family.

T h e  C h i l d  W e l f a r e  

S e r v i c e

The TASK of the child welfare 
service is:
� Personal assistance to children
� Prepare a study on the environ-
ment of the child on request
� Initiate the introduction of new 
benefits 
� Provide the premises necessary 
for the work of the children's 
rights representative
� Assistance in the performance 
of child protection tasks in edu-
cational institutions
� Organizing and operating the 
foster family network
� Keeping records of foster fami-
lies/ foster parents
� Providing or arranging for 
access to a conflict manage-
ment service
� Participation in the work of the 
Forum for Cooperation on Drug 
Issues defined in a separate legal 
act

The task of the child welfare 
service in order to prevent 
vulnerability is:
� Operation of detection and 
signaling system
� Exploring the causes of vulner-
ability
� Cooperation with the members 
of the signaling system
� Information on operating foster 
families and the possibility of 
placing the child in it with the 
intention of contributing to the 
adoption
� Organizing trans-professional 
case discussions
� Organize an annual child pro-
tection meeting
 
The task of the child welfare 
service in order to eliminate the 
developed vulnerability:
� Facilitate the resolution of 
family conflicts 



� Solving the child’s problems 
through social work with the child 
and his or her family
� Compensating for family dys-
functions
� Counseling: Counseling for 
family planning, education, 
mental health, legal and preven-
tion of harmful passions, among 
others
� Initiate health and social care 
interventions
� Preparation of a care and edu-
cation plan for the protected 
child
� Proposing the displacement of 
the child from the family

 The task of the child welfare 
service in order to return a child 
displaced from his or her family:
� Family care, thus facilitating 
the reintegration of the child into 
the family
� Providing an aftercare social 
worker for the child's reintegra-
tion into the family
 
Child protection services are 
available free of charge in Hun-
gary.



 

P R O P O S A L  O F  A  

„ H U N G A R I A N ”  M O D E L  F O R  

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

P R O G R A M S  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

I n t r o d u c t i o

n  t o  p e e r  

m e n t o r i n g  

i n  H u n g a r y

The concept of mentoring: The 
concept of mentoring is used in 
many areas of life today, but few 
know what the word means. 
According to the Hungarian 
Interpretive Handbook, it is 
equivalent to a paternal friend, 
protégé, and educator. In 
today’s terminology, it refers to a 
person who, as an older and 
more experienced friend, teach-
er, or counselor, paternally helps 
provide good advice to some-

one. When it comes to PEER 
mentoring, we are introducing 
someone who does have more 
experience and can be a posi-
tive model to the young person, 
but is closer with the age and 
experiences with the mentee 
than the traditional mentor.

In Hungary, depending on the 
situation, civil society organiza-
tions can be appropriate service 
providers for peer mentoring pro-
gram and could cooperate in 
the implementation of the pro-
gram with other organisations. 
Depending on whether a nar-

P r o g r a m  

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



rower target group has been 
chosen for each program, part-
nerships (formal and informal) 
between different community 
actors should be considered. 
These include: actors in the field 
of social welfare, such as family 
support centers, foster homes, 
youth protection organizations, 
foster care professionals, etc. 

Stakeholders in education, such 
as secondary schools and univer-
sities - if this is how potential men-
tors are recruited; civil society 
actors to work together to devel-
op the program or to provide 
resources to cover a specific ele-
ment of the program (such as 
recruiting or reaching a target 
group of mentors, training and 
supervision of the chosen peer 
mentors). In line with available 
resources and existing partner-
ships with the program provider, 
consideration should be given to 
developing collaborative rela-
tionships with a number of other 
actors in the public, civil and 
business sectors, as appropriate.

Institutional 
partners

Institutional partners of the Peer 
Mentoring Program proposed for 
the situation in Hungary:

� Schools, Universities
� Child Welfare Service
� Local Governments
� NGOs
� Police

Institutional partners promote the 
program in schools, press, munic-
ipalities, and police. The social 
protection system in Hungary is 
very complex. The MUST in the 
reaching out to other partners for 
the implementation of a peer 
mentoring program involves 
including the local social welfare 
service in the program. They 
have to be the central coordi-
nating body who will support all 
elements of the program. They 
will be included in the selection 
of the mentors and will be in 
charge of the supervision of the 
program.



T a r g t e t  

g r o u p s

Our goal is to support the social 
welfare beneficiaries of Hungary, 
ie the target group of young 
people enjoying the benefits of 
the mentoring program. Given 
the specificities of each institu-
tion that involves young people 
in the system and the analysis of 
their needs, we cannot under-
take to involve all young people 
in need of support in the peer 
mentoring process. 

The program is aimed primarily at 
young people who need urgent 
response and care, as proposed 
by the competent institutions, 
such as victims of trafficking, 
young people exposed to 
violence, etc. 

Mutually supportive mentoring 
programs can also be helpful in 
working with these categories, 
but by no means in an acute situ-
ation. Their inclusion in the pro-
gram is not aimed at resolving 
their situation, but rather has a 
supportive, self - reflective, 

Mentees

se l f -conf idence-enhancing 
effect. This supportive personality 
development mentoring can 
achieve good results for young 
people without parental care 
(especially during the period of 
leaving institutional or foster 
care), young people with disabil-
ities (especially when moving to 
the next school level), young 
people with behavioral problems 
who are recommend to the pro-
gram by educational institutions 
(but then mentoring is not the 
only and basic form of interven-
tion).

The peer mentoring coordinating 
organization should develop a 
program for youth segments in 
the social welfare system in line 
with its expertise, strategic com-
mitment, and resources. 

It is important that the coordinat-
ing NGO selects a youth target 
group according to its resources, 
because if you try to create a 
program for "all" young people, 
you run the risk of having difficul-
ties in the organizational part of 
the program and not responding 
to the needs of the young 
people involved. 



Mentors

Selection: The selection is the 
responsibility of the NGOs carry-
ing the peer mentoring program, 
and the selection should be 
made based on a recommen-
dation from the participants in 
the formal system.

When selecting mentors, prefer-
ence will be given to:
� MA university students studying 
pedagogy and psychology
� Young social workers from 
other fields
� University students studying to 
be social workers
� Young healthcare workers
� Socially sensitive trained staff of 
NGOs

Develsting a cofflaborative framework for 
peer mentoring

Time frame: Preparatory phase

Defining the target 
group of young 
people in the social 
welfare system

Steps Affected Resourses Document

family support 
centers in 
Budapest

Cooperation 
Agreement

Cooperation 
Agreement

Establishing the 
framework of the 
peer mentorinf 
system

family support 
centers in 
Budapest

Aspects of the 
selection of 

mentors, Proto-
col for the 

preparation of 
mentors

Documents for 
targeted 
protocols

Contacting institu-
tions relevant for the 
targeting of potential 
mentor candidates

Training institu-
tions teaching 

pedagogy and 
psychology,

Social workers 
from other 

fields,
Universities in 

the social field

Cooperation 
agreement with 

partner 
institutions

Cooperation 
Agreement



Develop a 
communication 
strategy for the 
program

Steps Affected Resourses Document

collaborators 
supporting 

implementation

Design of 
promotional 

materials

Promotion plan 
and sample 
documents

Preparation of affl participants for the 
program

Time frame: Preparatory phase

Recruiting mentors

Steps Affected Resourses Document

Universities, 
schools, child 

welfare services

promotional 
materials

flyers, contact 
information for 
online channels

Recruiting mentees

child welfare 
services,

primary and 
secondary 

schools

professional 
recommenda-

tion, exploration 
of the 

justification

justification 
documents

promotional 
materials

flyers, contact 
information for 
online channels

Selection of mentees

child welfare 
services,

primary and 
secondary 

schools



Training the mentors

Steps Affected Resourses Document

mentors
Based on the 
training topics 
defined in the 

document

training descrip-
tion updated 
for the group

Founding docu-
ment based on 

specific tasks 
and powers

documents of 
the framework 

of selection 
and 

cooperation

Selection and prepa-
ration of colleagues 
performing supervi-
sion

supervisor

P r e p a r a t i o n  

a n d  

t r a i n i n g  o f  

m e n t o r s

The minimum number of hours of 
preparatory training is 16 hours 
and consists of 5 modules. The 
training program can also be 
completed in electronic form, 
partly in the framework of 
e-learning. In addition to the 
basic preparation course, the 
program also provides so-called 
professional training: case 
discussion and supervision during 
the mentoring process (3-6 
months).

Supervisions and case discus-
sions are led by professionals with 
the following competencies: 
social worker, social educator, 
andragogue, educator with 
experience in implementing 
social inclusion programs; or 
experience as a supervisor or 
psychologist and / or psychiatrist 
supervisor in a case discussion. In 
each case, professional experi-
ence in a similar field is an 
advantage.

The modules of the training 
package adapted to the peer 
mentoring work and the profes-
sional content of the program 
are the following:



Module 

Peer mentoring program background tasks

Sestion Tstpic Description

Information about the operation of the social 
and health care system, possible connection 
opportunities with different stakeholders during 
the implementation
� a detailed description of the program
� a detailed description of the activities 
expected in the program

1

Module 

Peer mentoring

Preparation of the participants of the program 
for peer mentoring, development of the sup-
portive attitude and mentoring competencies 
of the future mentors,  strengthening and prac-
ticing the methodology of adaptive learning 
and self-improvement practice.

2



Module 

Relationships

Sestion Tstpic Description

Connections and relationship-building training 
elements created during the program, devel-
oping a community building interface (com-
mon internet interface, mail system, etc.) that 
helps to share work experiences. Introduction 
to supervisors. 

3

Module 

Communication and conflict management

Practicing methods of effective communica-
tion, with an emphasis on assertive communi-
cation. Identify conflicts, practice finding and 
effectively selecting possible solutions.

4



Module 

Developmental mentoring

Sestion Tstpic Description

Getting to know the main elements and tools 
of developmental mentoring in the framework 
of practical sessions, and practicing the way of 
preparing and applying an individual develop-
ment plan.

5

A c t i v i t i e s  

o f  t h e  

m e n t o r s
� Continuous presence among 
the target group, building a rela-
tionship of trust.
� Effective social assistance. 
� Initiating an individual support-
ive conversation with a member 
of the target group at regular 
intervals for prevention and pur-
poses of supporting her to use 
her time in a constructive way.
� Informing supervisors and social 
workers about the young per-
son's development.

� To become a part of the signal-
ing system for family caregivers, 
to participate in the establish-
ment of professional relations.

The main task of the peer men-
tors in the proposed model for 
Hungary is to help the school 
progress and performance of 
the mentored young people, to 
develop the mentees individual-
ly, and to support their social 
integration. 

To this end, the mentor, after 
assessing and mapping the situa-
tion of the young person, pre-
pares an individual develop-
ment plan based on the analysis 
and keeps an individual progress 



diary in consultation with the 
young person involved in the 
program. Based on the individual 
development plan and the indi-
vidual progress diary, in the pres-
ence of the supervisor, he / she 
evaluates the young person's 
progress and development 
every two months.

He / she maintains regular and 
personal contact with the young 
person he mentors, during which 
he deals with the individual 
meetings with the mentee for a 
minimum of 1 hour per week 

If necessary, the mentor partici-
pates in a family visit with the 
young family he/ she mentored. 
In this case, the purpose of the 
family visit by the mentor is 
primarily for the parents to learn 
about the person their son/ 
daughter has been spendig a lot 
of time with. This does not mean 
that the mentor will discuss about 
the mentoring process with the 
parents outside of what is cop-
fortable for the mentee.

T h e  c o n t e n t  

o f  t h e  

p r o f e s s i o n a l  

a n d  

m e t h o d o l o -

g i c a l  

a c t i v i t y  o f  

t h e  p e e r  

m e n t o r

Mentoring in this case is the most 
effective support for the devel-
opment of young people. In 
order to highlight strengths and 
work on the weaknesses, the 
development of the right and 
effective strategies and the 
development of the young per-
son's persona lity and self-image 
is a primary task of the mentor.

Peer mentoring is a complex 
activity, a key element of which 
is the relationship between the 
mentor and the mentee. The 
process cannot work without 
getting to know the young 
person, exploring different envi-
ronmental factors and socio-cul-



tural backgrounds. This can be 
done primarily through the 
establishment of a personal rela-
tionship based on mutual trust. 
During the mentoring, the partici-
pants enter into a kind of part-
nership. Personality develop-
ment and the development of 
communication are key to help-
ing young people. These areas 
are most effective in providing 
with personal examples, espe-
cially in personal relationships.

The effectiveness of working 
together depends in many ways 
on the mentor's success in estab-
lishing an informal relationship 
based on mutual acceptance 
and trust, in addition to formal 
contacts.

In the lives of people with multi-
ple disadvantages, there are 
numerous situations and prob-
lems for which they do not have 
ready solutions due to their 
socio-cultural situation, although 
these often ordinary situations 
can be a direct consequence of 
certain life failures.
� Lack of self-esteem, self-knowl-
edge
� Problems in solving life prob-
lems
� Dealing with strong emotions 
and moods
� Low confidence
� Lack of support

Individual development provides 
a way for ability and personality 
development to be personal-
ized, based on an individual 
development plan. The good 
relationship established during 
the cooperation phase makes it 
possible for the individual meet-
ings between mentor and 
mentee to have a real partner-
ship quality, in which, of course, 
the more experienced partner 
leads and helps the develop-
ment to move forward. 

Targets met:
� Involvement in personal life 
planning.
� Formulate and launch agreed 
objectives.
� Continuous individual self-as-
sessment, performance evalua-
tion.

During the mentoring process, 
both mentor and the mentee 
can have their own empower-
ment in the following areas:
� Dare to speak and express their 
opinion.
� Transfer of learning methods 
and techniques.
� Improving goal setting.
� Helping the formation of opin-
ions and the expression of opin-
ions.
� Helping to develop effective, 
independent learning skills (trans-
formation of habits, result-orient-
ed solutions).



Although not a basic element in 
the case of peer mentoring, the 
development process can be 
made more efficient by organiz-
ing group sessions. It is also 
intended to help the mentee 
with a contemporary “support 
system”. 

Group sessions become more 
and more important when, as a 
result of individual development, 
mentees become more open 
and it is already possible to per-
form various developmental 
activities and tasks not only in a 
face-to-face situation with men-
tors. As a result of successful rela-
tionship building and individual 
development, the mentees 
already dare to express their 
opinion, they have enough con-
fidence to try to get involved in 
solving a task. 

The sessions organized for the 
small group offer a suitable 
space to speak in front of others, 
to take opinions and suggestions, 
and to develop self-confidence. 
These small group sessions are 
the next steps in strengthening 
independent living.

Another very important aspect in 
organizing group sessions is the 
development of cooperation, 
tolerance and social competen-
cies in general, using activity-ori-
ented, collaborative learning 

techniques that can be orga-
nized in such a circle. The organi-
zation of these group sessions 
should be done with the support 
of the organizer of the peer men-
toring process, but the initiative 
for the activity can, of course, 
come from the mentor.

Mentors primarily run an elec-
tronic documentation system. 
During the work, the mentor pre-
pares and maintains the follow-
ing documents:

� Individual development plan
� Individual progress (mentoring) 
log
� Evaluation protocol

A d m i n i s t r a -

t i v e

b a c k g r o u n d  

o f  t h e  w o r k  

o f  m e n t o r s



Individual develstment plan sample
In the following table, we present 
a simple sample for the plan that 
can be made for the next 2 
months for the mentoring pro-
cess. The social worker will help 
mentor and mentee to define 
the steps they want to reach for 
the following period. The social 

worker is the one formally in 
charge of the assessment, but 
will take into account the inputs 
from the mentor, as well as from 
the mentee. This plan can be 
helpful if mentor and mentee 
want to work on some concrete, 
visible results. 

Signature and status of invited parties (mentor, mentee, 
supervisor)
...................................
...................................
...................................

Individual comments from the participants of the meeting 
about the mentee 
................................................................................................
................................................................................................

What specific tasks are planned for this period, based on the 
summative astestment?
Commitments of the participants – mentor and mentee, with 
timeline deadlines:
..............................................................................
.........................................................



S t e p s  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

Steps Affected Resourses Document

mentored 
young people

Cooperation 
Agreement

Mentoring 
assignment

Developing a frame-
work for youth mento-

ring cooperation

Time frame: As defined in the project

mentee,
mentor

Needs 
assessment

individual 
development 

plan,
schedule

Preparation of a 
schedule for the 

implementation of 
the tasks included in 
the individual devel-

opment plan

Time frame: At the beginning of mentoring

mentee

diary,
meeting 

documents

completed 
diary

Individual progress 
log. To examine the 
effectiveness of the 
mentoring methods 

used

Time frame: Continuously, as defined in the project



Steps Affected Resourses Document

mentee and 
mentor, 

involved profes-
sionals, peers

development 
plan

program design 
and develop-

ment aids

Group competence 
development pro-

grams based on an 
individual develop-
ment plan (optional 

element)

Time frame: As defined in the project

supervisor, 
mentor

mandate,
contact map

agreements, 
reminders

The peer mentor 
keeps in touch with 
his/hers supervisor

Time frame: Continuous during the mandate

mentee, 
mentor, 
suprvisor

individual 
development 

plan, schedule, 
evaluation tools

custom 
progress log

The mentor evaluates 
the young person's 

achievements, devel-
opment and the 

reasons behind them

Time frame: At least every 2 months

Interested pro-
fessionals, 
supervisors

Methods of 
supervision

supervision 
protocol

The mentor partici-
pates in supervision 

group discussion work

Time frame: On an agreed schedule



M e n t o r i n g  

s u p e r v i s i o n  

Supervision is the obligatory ele-
ment of peer mentoring pro-
grams. Since the Hungarian 
model implies the participation 
of a social protection officer, he 
or she is the person responsible 
for the professional monitoring of 
the peer mentor and the 
mentee. 

Supervision should be derived at 
least once a month, allowing 
mentors to have both individual 
and group meeting with their 
supervisor. 

For the modality of the supervi-
sion, the social worker can use 
individual consulting meetings 
and case studies, group discus-
sions, and can incorporate a sev-
eral of modalities and methodol-
ogies for the group meetings – 
thus making them both educa-
tional and emotionally support-
ive for the mentors. 

E v a l u a t i o n  

o f  t h e  

m e n t e e ' s  

r e s u l t s ,  

d e v e l o p m e

n t  a n d  t h e  

r e a s o n s  

b e h i n d  

t h e m

The suggestion for the Hungarian 
model is to have the evaluation 
for every 2 months of the pro-
gram. 

The social worker - th– supervisor, 
will organize the evaluation 
meeting with both the mentee 
and the mentor. In the table 
below we offer a sample for the 
evaluation protocol.and case 
studies, group discussions, and 
can incorporate a several of mo-
dalities and methodologies for 
the group meetings – thus 
making them both educational 
and emotionally supportive for 
the mentors. 



Aspects of the observation:
� Based on the observations, a description, summary and 
detailed textual evaluation of the young person's behavior 
by a mentor.
� What are the strengths of the mentee on which we can base 
our work through future the cofflaboration?
• Which areas of costeration were succestful / failed? In 
which competence areas was there develstment / stagna-
tion?
………………………………………………………………………………………
………………………………………………………………………………………
………………………………………………………………………………………
………………………………………………………………………………………
………………………………………………………………………………………



Conclusions and 
recommendations

SECTION 4



 

C O N C L U S I O N S  A N D  

R E C O M M E N D A T I O N S

In the final chapter, we want to 
address the specifics of peer 
mentoring programs with youth 
in the social welfare system in 
relation to peer mentoring pro-
grams implemented with young 

people in the general popula-
tion, and to make specific gener-
al recommendations for organi-
zations that choose to establish 
peer mentoring programs in their 
local communities.

Specificity of the program in relation to 
programs aimed at the general youth 

pstulation:

� The establishment of programs 
can largely depend on the orga-
nization of youth care through 
the national social welfare 
system;

� In some cases, due to the 
status of beneficiaries of social 
welfare, it is necessary to estab-
lish and maintain cooperation 
with the institutions of the system 
when implementing the pro-
gram;

� Establishing communication 
with the young people targeted 

by the program is often more 
demanding than programs 
aimed at the general popula-
tion. Depending on the segment 
of the target group chosen, it 
may sometimes be necessary to 
reach the target group of men-
tees through institutions or part-
ner organizations;

� Young people from the social 
welfare system prefer to connect 
with other young people with 
similar experiences;

� Working with young people 



from the social welfare system 
requires a complex preparation 
of mentors;

�The process of mentoring with 
youth in social welfare can face 
more frequent and complex 

challenges;

� Termination of the program 
may find greater resistance in 
some young people from the 
system.

Recommendations for organizations:

� Get acquainted with the 
national legislative framework in 
detail before establishing peer 
mentoring programs, in order not 
to encounter obstacles to pro-
gram implementation;

� Investigate ways of functioning 
of institutions that you seek to 
establish cooperation with for 
the smooth implementation of 
the program, and accordingly 
plan ways of communication to 
those institutions and forms of 
cooperation that will be sought;

� Get to know in detailed the 
target group of mentees, and 
carefully plan the channels for 
program promotion and ways of 
involving young people in the 
program;

� It is extremely important and 
desirable to recruit mentors from 
the social welfare system, whose 
experiences can be easily con-
nected to mentees;

�Peer mentor training should 
include sessions aimed at learn-
ing about the characteristics of 
the target group of mentees, in 
order to break down the poten-
tial misconceptions of mentors 
about the mentees they will work 
with, as well as to further empow-
er them to work in potentially 
challenging conditions;

�Supervision sessions should be 
conducted by experts with expe-
rience of working with young 
people in the social welfare 
system, and supervision itself 
should be organized in a way 
that responds to the needs of 
mentors for additional support;

� The termination of the program 
should be planned, transparent 
and open, it should not slip into 
the trap of the young person 
experiencing the termination 
phase as abandonment.
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"This guide for peer mentoring has been created in a way that 

makes it very easy to understand and use. The guide guides you 

through the whole process of peer mentoring from the very begin-

ning to the end. The way of expression and the words in the guide 

are understandable and simple, there are no "professional" terms 

that no one has ever heard of. The guide is also specific in that it is 

rich in guidelines for direct work. This is of great importance 

because there are sometimes small boundaries and differences 

between what is acceptable and what is not. There are "yes" and 

"no" parts that clearly give guidance to a peer mentor when it 

comes to potential choices.

According to the experience of peer mentors who have already 

passed the training, it can be said that the best part of this guide is 

the description of what a peer mentor to a young person is and 

what he/she is not. As young people, peer mentors in the 

absence of experience may fall into confusion or even the illusion 

of responsibility and the position in which they find themselves. 

This guide has clearly defined guidelines on what it is advisable 

for a peer mentor to be along with their responsibilities, 

duties and tasks.

Another important part of the guide itself are the recommenda-

tions. If you pay attention to the recommendations 

themselves, it can be clearly seen that they were created 

and written  based on experience. They are all tangible and very 

useful in the process of establishing the program. 

Recommendations are basically something you should 

pay  attention to first. "

Excerpt from the reception of members of the 
youth astociation "My Circle"

Members of the youth association "My Circle" 

participated in the project "Peer Mentors in Action" as 

associate partners with whom the guide was tested and whose 

members have undergone training for peer mentors and are 

currently implementing a peer mentoring program in their 

organization.


