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I. MENTORING PROGRAMMEME DEVELOPMENT - THE CONCEPT 

I.1. PROGRAMMEME RATIONALE  

Mentoring can have positive effects for mentees, mentors, and organizations. Mentees experience 

personal advancement and increased confidence in their lifes. Mentors experience personal satisfac-

tion, collegiality, networking, and career enhancement. Organizations see improved productivity, 

recruiting, socialization and retention. Benefits that can be achieved and enhanced via a good men-

tor training. 

 

- What is the problem I want to address with this mentoring? 

Mentoring programme is developed and will be tested with the help of two local partner 

organisations: Holy Cross House and Lentvaris children‘s day centre Akimirka. The mentoring 

programme at Holy Cross House (Švento Kryžiaus namai) seeks to help solve children‘s personal 

problems, as well as children‘s problems within the family. The mentoring programme fosters 

good behavior in children age 7 to 16. The Lentvaris Caritas VDC Akimirka mentoring programme 

helps solve problems that arise due to the ratio of large numbers of children as opposed to small 

numbers of employees and volunteers. Thirty-three children ranging in ages from 7 to 18 who 

are from families that are at social risk or are experiencing social problems attend the 

programme at VDC Akimirka. Only three full time employees work at the center. These three 

individuals work directly with the children, work with the children‘s families, administer grants 

and funding, document the center‘s activities, work in a programme with the incarcerated, and 

work with related projects with the Lentvaris parish. Because of this workload, too little time is 

spent individually with each child. We believe that the mentors could work together with the 

center‘s employees to fulfill individual children‘s need for contact.  

 

- How could we describe these problems in more detail? 

These children often feel unsafe and unloved or abandoned. This causes problems within the 

family. The Holy Cross activities programme for children in attended by children ranging in age 

from 7 to 16.   At the day center, Akimirka, the youngest children, those ranging in age from 7 to 

12, especially need contact time. This group includes boys who do not engage in the activities 

offered by the center. Often they run away from the center and spend their time wandering the 

streets of Lentvaris. This group of boys often do not follow rules. They run away from classes at 

school or do not attend school altogether. A few boys have run away from home for a few days 

at a time. The boys live in families that are at social risk or who are experiencing social 

difficulties. In these families boys feel material lack. Their parents do not have the skills to parent 

and are unable to socialize their children.  Their parents are not good role models. It is believed 

that by introducing mentors, or older friends, who would serve as strong role models who would 

set a good example, these boys can make progress.  
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To keep in mind: 

- Mentoring is not a universal remedy to cure any social problem. 

- Stay realistic and don´t be overambitious. 

 

I.2. BENEFICIARIES OF THE MENTORING PROGRAMMEME – MENTEES 

- Whose problem is intended to be solved? 

The Holy Cross House mentoring programme has set a goal of working with a group of children 

and young adults who attend the day center or its activities. These are children from single par-

ent homes, large families, and from families that are socially at risk or are experiencing a number 

of social problems and need assistance. The VDC Akimirka mentoring programme seeks to solve 

the problems of the children’s day center, which are namely “attracting” a group of children who 

at this time cannot be reached by methods used at the center. A small group of children attend-

ing VDC (5 boys) have not responded to the programmes offered: tabletop games, sports, crafts 

or to programmes designed to build social skills, such as character building programmes, value 

building programmes, or hygiene programmes. These boys are unable (nor do they try) to follow 

the simplest rules at the center. They prefer the complete freedom of wandering the streets of 

Lentvaris.  

It is believed that this need to exist beyond the reach of rules is rooted in very low self esteem 

and feelings of inadequacy. With the help of the mentoring programme, these children will be 

drawn into the group through a bond with the mentor, and then encouraged to participate in 

group activities at the center.  

 

- What is our target group in terms of age, gender, social or cultural background etc. ? 

The Holy Cross House group: 

• Children and young adults, ages 7 through 16; 

• Who come from families who receive social assistance; 

• Children from large families; 

• With learning disabilities; 

• Who need attention and help;  

• Who do not have the conditions at home to complete their homework; 

• Who require after school activities 

 

VDC Akimirka target group: 

• Boys from families that are socially at risk 

• Boys who experience psychological and physical abuse 

• Boys ages 9 - 12 

• Boys who do not know how to behave in a group and who avoid relationships that are 

based on trust 

• Boys who do not talk about their feelings and problems 

• Boys who do not trust adults because of bad past experiences 
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• Boys who do not trust in their own abilities and therefore do not participate in activities 

offered by the center 

• Boys who run away from any organization that has its own structure and internal rules. 

 

I.3. MENTORING PROGRAMMEME STRUCTURE 

a) VISION, GOALS AND OBJECTIVES OF THE PROGRAMMEME 

- What is our vision with this programmeme? 

Our vision is to help and to teach children and young adults how to solve their problems with the 

help of mentors or through their relationships with mentors. 

- What are the goals we attend to achieve?  

This programme’s goal is to develop the target group’s ability to build relationships based on 

trust; to learn how to spend their free time in a productive manner; and with the help of positive 

role models to learn how to solve problems in their lives as they arise.  

b) MAJOR MENTORING ACTIVITIES INCL. CONTENT OF INTENDED LEARNING OF MENTEES 

- Can we describe the main activities of our mentor-mentée pairs? 

Activities: 

� Assistance with completing homework 

� Playing sports together 

� Day trips and excursions 

� Food preparation at the day center 

� Field trips 

� Sports 

� Fishing 

� Table games. 

 

- What should the mentée learn from these activities? 

During activities the mentor should spend a lot of time talking with the child and should be pre-

pared to positively solve problems that arise in the “here and now.”  

THE GOAL OF ALL ACTIVITIES IS TO CREATE BONDS BASED ON TRUST. These bonds will change 

the child’s attitude towards his or her environment and to himself or herself. We believe that in 

the first few meetings mentors could use the children’s favorite table games as a means of open-

ing up communication between the mentor and mentee. IT IS IMPORTANT TO NOTE THAT CHIL-

DREN FROM THE TARGET GROUP ARE FAR MORE RESPONSIVE TO ACTIVITIES WHEN ENGAGED 

INDIVIDUALLY RATHER THAN IN A GROUP.  

 

c) MODE OF MENTORING PROGRAMMEME DELIVERY  

- How do we want to deliver our mentoring programmeme? 

- How many face-to-face meetings do we plan with the mentee over what period of time? 

The children will meet with and interact with their mentor once a week during a period of six 

months.  

- How long is one meeting going to be - minimum vs maximum time spent by the mentor with the 

mentee? 
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The meeting time should last between two to three hours.  

- Are all mentoring activities going to last the same amount of time? 

All the meetings will take place at a scheduled time and will last roughly the same amount of 

time. Each pair will agree upon a time that is most convenient for them to meet.  

- Are all the mentoring activities going to pursue the same general goals? 

Although the activities may differ, the goals of all the meetings will be the same—to achieve pos-

itive change.  

- Are the mentors to communicate with the mentees other than face to face? Telephone? Inter-

net-based communication? 

If the need arises, the mentors and mentees may communicate over the telephone, but only 

with the coordinator’s permission.  

d) MONITORING AND ASSESSMENT OF THE MENTORING PROGRAMMEME  

- Do we have a monitoring plan? 

Yes. 

- In what way do we evaluate our process or achievements? 

• Keeping a journal 

• The “word of the day” method 

• Evaluation of results 

 

e) EXPECTED RESULTS/ IMPACT OF THE MENTORING PROGRAMMEME 

- What kind of outcomes can we imagine? 

- What effects could we anticipate? 

- What are the indictors of our success? 

- Better results in school 

- Development of social skills 

- Increased self esteem 

- Socializing 

- Free time used productively 

- The child’s behavior will change in school, in his or her environment, and in the family 

- The programme in Lentvaris will be considered successful, if the child is able to spend more time at 

the day center. 

To keep in mind: 

• Focus on the techniques and methods that you understand make a difference to the results your 

mentées or mentors are getting. 

• Mentoring is a way of supporting mentées in their quest to have what they really want or be-

come who they want to be. 

• With your training of mentors you can make a valuable contribution. 

 

II. SECURING THE RESOURCES FOR THE MENTORING PROGRAMMEME - PREPARATION FOR 

IMPLEMENTATION 

 

II.1. HUMAN  RESOURCES (MENTORS, MENTOR TRAINERS/ COACHES) 
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a) The Mentors                                                           

Most of us can think of people in our lives, more experienced than ourselves, who have offered us 

advice, presented a challenge, taught us something new, initiated friendship or simply expressed an 

interest in our development as a person. They helped us negotiate an uphill path or find an entirely 

new strategy to reach a goal in our academic, career-related or personal lives. They showed us a 

world larger than our present neighborhood. They discovered talents that we hadn't noticed in our-

selves before and stimulated conceptions about what we might be able to accomplish. And from 

time to time, they would also nudge us when we needed a nudge.  

In this sense the best mentors are advisors, coaches, counselors and supporters all at the same time. 

They are experienced people who guide their mentées (their protégée) in various fields, but also 

challenge them to develop their independence. A good mentor will always help his or her mentée 

define personal goals, and then support the mentée´s quest to achieve them. He or she will share 

knowledge, provide encouragement, and hopefully inspire the mentée. Above all, a mentor should 

be someone the mentée can trust to always keep his or her best interest in mind. 

Mentors may offer the following: 

• Information                         

Mentors share their knowledge, experiences and wisdom. 

• Contacts            

Mentors provide valuable opportunities by facilitating academic, career-related and personal 

contacts. 

• Challenges            

Mentors stimulate curiosity and build confidence by presenting new ideas, opportunities, 

and challenges. 

• Support            

Mentors encourage growth and achievement by providing an open and supportive environ-

ment. 

• Goal Setting                         

Mentors help mentées discover talents and interests and define and attain their goals. 

• Advice                                        

Mentors guide mentées in reaching academic, career-related and/or personal goals. 

• Role Models                                       

By sharing stories of achievement with the mentée, mentors can become role models. 
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Although there might be as many definitions of a mentor as existing different mentoring program-

mems, Shea´s definition (1992) in „Mentoring: a guide to the basics“ matches these ideas very well: 

 

“Mentors are people who, by their actions and their work, help others to achieve their potential. They 

help them to be what they like to be.” 

  

To sum up, a mentor has many different roles:  

 

POSITIVE ROLE MODEL, FRIEND, COACH, ADVISOR, SELF-ESTEEM BUILDER, CAREER COUNSELOR, 

ADVOCATE. 

 

b) The Mentor Trainers / Coachs 

The mentoring programme management and the mentor trainers or coachs are key to successful 

mentoring efforts and the personal advancement of their mentées. Mentor trainers or coachs play a 

major role in getting new mentors started right, and their success or failure will affect the mentoring 

efforts.  

 

To keep in mind: 

• Clarify expectations and criteria at all levels, e.g. familys, college, working place etc. 

Explain the relationship of the criteria to the expectations of the culture of the specific 

mentoring project. Give clear notice of deadlines and timelines. Conduct annual evaluations seri-

ously, oraly and in writing; make sure that strategies for correcting shortcomings are fully under-

stood. Speak frankly, thoroughly, and early about tenure 

expectations.  

• Make sure the new mentor has the appropriate introductions, contact person(s),  

access to networks and resources in the community and organization as weill as   

distribution lists and any other appropriate information that contributes to a successful mentor-

ing process. 

• Support mentor development activities. Give frequent and accurate feedback, conduct annual 

reviews. Assist the mentors in goal setting. Provide feedback through oral and / or written sum-

mary or evaluation. 

• Reduce impediments to progress by helping the mentor learn to protect his / her time and refuse 

excessive demands. Be sure that the mentor is aware of relevant policies such as children rights, 

children´s welfare. Facilitate acquisition of resources to meet expectations. 

• The mentor trainer or coach can greatly facilitate the success of the mentoring programme by 

encouraging the active participation of senior peer mentors in mentoring efforts and by educa-

tional efforts to overcome possible biases. 

 

 

II.1.1. RECRUITMENT, SELECTION, CONTRACTING OF VOLUNTEER MENTORS 

a) Launching the call for volunteer mentors 

1. Develop the requirements for applicant volunteer mentors  
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- Who can be a mentor?  

The mentor should be of legal age and should be prepared to take on responsibility and to 

motivate a child through building a friendship with that child.  

- What need they be like? 

- What are our cirterias? 

• Must be at least 18 

• Must be mature 

• Must be an individual who does not have negative views towards the Catholic Church 

• Must be able to allocate at least four hours a month towards volunteering 

• Must want to work with children 

• Must want to help children who live in a complicated social situation 

• Must not be shy of social realities 

• Must be capable of taking on responsibility 

• Must be eager to share his or her experience 

• Must be able to solve conflicts. 

2. Develop the criteria of selection  

- How will those who apply be selected? Consider recommendations, interviews... 

- How do I clarify the requirements of the mentors? 

We will advertise through trusted sources and then we will wait for phone calls and emails. Once 

we establish contact, we will arrange to interview interested applicants. During the interview we 

will elaborate on our programme. We will try to understand the volunteers motivations and 

expectations. We will invite hopeful applicants to training courses. After completion of training, if 

we decide to take on a volunteer, we will have them sign a contract with us.  

3. What is our application procedure? 

- Can mentors only apply once a year to a certain deadline? 

We will advertise a month or two before the first training courses are offered. At that time we 

will begin conducting interviews.  

4. Channels for launching the call for volunteers 

- If we want to publish help-wanted ads which media would be the most attractive for our target 
group? 

- Who of our network can help us find our potential future mentors? 

• We will direct our advertisement towards volunteers who already work in our organization; 

• We will advertise through university professors to students; 

• We will advertise to people in the community; 

• We will use word of mouth advertising. 

 

To keep in mind: 

• Don’t put in too many limits on who can be a mentor – but make sure that the minimum is 

enough for what you expect of them; 

• Don’t make the selection too lengthy – the potential mentors may be scared off by too much 

bureaucracy; 
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• Set a reasonable deadline for applications – not too long (or else they will forget; not too short, 

or else they may not be able to meet it); 

• Decide on the channels to distribute the call for mentors that are most likely to appeal to the 

volunteer mentors you target (e.g. do not use only electronic means for senior citizens unless 

you make it a requirement that they need to be able to use such means of communication) 

• Provide a reader-friendly form for the applicants to fill 

• Provide an easy contact point (e.g. telephone) for those applicants who may have questions 

before they make up their mind to apply; 

• Decide on a strategy to handle „weird” applicants. 

 

b) Contracting volunteer mentors – issues to address in the contract 

• Length of period and number of hours of work expected; 

The contract will be for six months (24 meetings) with a clause enabling volunteers to opt out 

after one month. The required meeting time with a child wil be 2 – 3 hours.  

• Requirement to participate in training / coaching sessions; 

It is required that the mentor participate in all training sessions. If an individual has a serious 

scheduling conflict, then some alternate form of training will be devised, such as an individual 

meeting with a teacher who can familiarize the mentor with a child’s curriculum.  

• Mentors' responsibilities and limits of their responsibilities (e.g. confidentiality vs obligation to 

report to coordinator, insurances etc.); 

During the training sessions, the mentor will be familiarized with the most important principles 

of the mentoring programme: confidentiality, acceptance, appropriate emotional 

communication, listening, respect for Christian values. 

• The mentor is responsible for materials during meeting times with the child. 

The mentor is required to plan an absence up to two days before a scheduled meeting and to 

coordinate an alternate date.  

• The mentor informs the coordinator about his or her plans for the meeting with the child and 

consults with the coordinator.  

The mentor is required to participate in monthly meetings at a coordinated meeting place.  

• The mentor is required to inform the coordinator if during contact time with the child he or she 

learns that the child is not in a safe situation at home or is not being provided with basic living 

conditions or if criminal activities are being planned.  

The mentor is required to report to the coordinator if the child runs away and does not come to 

the scheduled meeting. In such instances the mentor is not responsible for the child’s safety.  

• Expectations concerning reporting on mentor-mentee meetings 

The mentor reports to the coordinator about the meetings and how successful the meeting was. 

The mentor must address the coordinator regarding unforeseen questions, conflicts, and 

problems.  

• Financial conditions of work (e.g. reimbursement of costs for transport, consumables etc.); 

The mentor’s work is not paid because the mentor is a volunteer. However, part of the mentor’s 

transportation expenses and expenses for office supplies or other expenses associated with the 

child will be covered.  
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• Support structures available for volunteer mentors - facilitating mentor networking and 

reflection. 

Help is available for mentors. They will be encouraged to listen and to reflect on their successes 

and failures. 

• Do we offer any insurances for the mentors? 

No. 

 

 

To keep in mind: 

- Are we offering the same contract for all or can we be flexible? 

- How to handle contract negotiation? Discuss it with a group or with individuals? How important 

is transparency? 

- Is there going to be a trial period for the mentors? 

- When is it best to sign the contract: prior to or after matching /attempting to match mentors and 

mentees? 

- What if there are more mentors than needed? 

- What if there are less mentors than needed? 

 

 

II.1.2. RECRUITMENT, SELECTION, CONTRACTING OF MENTOR TRAINERS / COACHES 

a) The mentor trainers / coaches’ job description (qualifications, roles, responsibilities) 

1. Develop the requirements for applicant mentor trainers / coaches  

- Who can be a mentor trainer?  

- What need they be like? 

- What are our cirterias? 

The mentor trainer should be an individual who has experience organizing courses and/or 

working with children, and/or an individual who has participated in a similar programme. It 

would be helpful if the team of trainers were made up of teachers with different types of 

experience.  
 

2. Develop the criteria of selection  

- How will those who apply be selected? Consider recommendations, interviews, curriculum 

vitae... 

- How do I clarify the requirements of the mentor trainers? 

The mentor trainer iniciates the forming of teaching teams. Once an individual is found (most 

opportunistically from a circle of people known to the organization) then a dialogue with the 

project coordinator will be initiated. Motivation and experience are important criteria.  

3. What is our application procedure? 

People with experience will be sought (later mentors who have completed the programme will 

be invited), who want and can participate in facilitating the programme and  training mentors.  

4. Channels for launching the call for volunteers 
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Volunteers will be sought among the organizations’ contacts, namely among people who have 

worked together with the organization in the past.  

To keep in mind: 

• High quality mentor selection is crucial for a successful mentor training and will affect the overal 

performance of your mentoring programmem.  

• Set a reasonable deadline for applications; 

• Decide on the channels to distribute the call for mentor trainers.  

• Provide an easy contact point (e.g. telephone) for those applicants who may have questions 

before they make up their mind to apply; 

• Have personal interviews with your potential, future trainer and make sure he / she shares your 

visions and ethical codex 

 

b) The contract and terms of reference – issues to address in the contract 

1. Length of period and number of hours of work expected; 

A meeting for mentor trainers will be held once every two months, a total of three meetings, 

which will last from two to three hours. Also, meetings with mentors will be held once a month 

with each meeting scheduled to last two hours. There will be a total of six meetings with 

mentors. In the event of special situations, and when the need arises, it will be possible to 

schedule additional meetings between mentors and mentor trainers.  

2. Requirements to deliver good mentor trainings 

Mentor trainers knowledge and expertise, in addition to experience, will be necessary in planning 

training sessions for future mentors. The goal of these training sessions will be to be as focused 

as possible, and as informative and practical as possible.  

3. Mentor trainers' responsibilities and limits of their responsibilities (e.g. when do they need to 

report to the mentoring programmeme manager) 

The mentor trainers wil be the first to learn of the mentors’ fears, hopes, news, and joys... If 

needed, the trainers will be able to help solve problems, take an interest in the emotional state 

of the mentors, support them and encourage them.  

4. Expectations concerning reporting on mentor training meetings towards the mentoring 

programmeme manager 

- What kind of tools / techniques for reporting do we want to apply? 

When questions arise the mentor trainer will solve them together with the team during 

meetings. If necessary, the mentor trainer will refer to the programme coordinator.  

5. Financial conditions of work (e.g. reimbursement etc.); 

The mentor trainer’s job is an unpaid volunteer position. However, expenses may be paid from 

project funds.  

6. Support structures available for mentor trainers  

- How could we establish and foster a mentor trainers´ teamwork? 

Mentor trainers work in a team while developing and implementing programme and evaluating 

results.  
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To keep in mind: 

• Are we offering the same contract for all or can we be flexible? 

• Is there going to be a trial period for the mentor trainers? And how long would it be? 

• Do we offer a train-the-trainer programmeme for the future mentor trainers? And who could 

provide it? 

• Can there be team coaching with more than one mentor trainer? 

 

II.1.3. INITIAL ASSESSMENT OF THE MENTORS’ LEARNING NEEDS 

a) Assessment instruments and their application 

- How do we assess our mentors in terms of initial and on-going learning needs? 

- How do we monitor the progress in their performance? 

At the beginning of the programme the mentor will fill out a methodical evaluation form called 

“žvaigždę” (Star) that is designed to evaluate the mentor’s skills and abilities. The form will be 

filled out once again halfway through the programme and at the end of the programme. In this 

manner changes regarding the acquistion of skills can be monitored.  
- In what way do I provide feedback and evaluation of the mentors´work? 

- How do I reflect on the mentor training process and how do I organize the peer feed-back? 

The mentors and the children will be encouraged to keep a journal in which they will record their 

actitivies and their feelings. We believe that the journal method will help us analyze our 

activities, and will help us later remember them in detail so that we may reflect on them.  
- Do we want to work with a portfolio evaluation or a learning log? What other assessment 

instruments come to our mind that are useful in this context?  

- Do we dedicate time to have personal interviews in the begining of the mentoring to get to know 

the individual needs of our volunteers? 

A bond will be built between mentor and mentor trainers through individual and group 

meetings. A relationship based on openness and trust will be forged. 
 

 

To keep in mind: 

• Learner surveying and interviews have become increasingly important tools for understanding 

the educational needs of learners. 

• Assessment of our volunteers´ learning can be conducted using a variety of available instruments 

and methods. Many educational experts believe that a combination of assessment approaches 

can be the most effective way to measure learning. 

 

b) Documenting the findings and establishing the objectives for training / coaching 

- How do we keep track on our findings? 

- What consequences do we have to take after our first assessement?  

- What are our conclusions for our training of our volunteers? 

 

To keep in mind: 

• The exact nature of your findings and what is reliable will vary. It is advisable to include more 

than one perspective. 
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• Communication with your team, alternate approaches and good background knowledge will 

help you record your findings. 

• Peer review is a basic step in checks of reliability. Ask your colleagues who have a sound 

knowledge of the field, but have not been as close to the work as yourself. It is an essential 

and basic check of reliability. Better to have a colleague pick up a discrepancy at an early 

stage rather than experiencing a failure at a later one.  

 

 

II.1.4. TRAINING/ COACHING OF MENTORS 

a) Certification / recognition of mentors’ competences 

- How do we want to document the learning outcomes of our volunteers? 

- In what way do we acknowledge their competences? 

- Are there any instruments / certificates that we can fit in our programmeme to certificate the 

mentors´ learning achievements? 

- Are there similar programmemes where learners recieve a kind of diploma that could be useful 

for our mentoring programmeme? 

Mentors will recieve a certificate that outlines their qualifications during the mentor training period 

and programme implementation.  

To keep in mind: 

• The Erasmus+ Programmeme promotes the use of instruments and certificates like Europass, 

ECVET and Youthpass to validate the competences acquired by the participant during their expe-

riences abroad. Maybe your mentoring programmeme can make use of such European Instru-

ments / certificates? You might want to adapt them according to your needs?  

 

II.1.5. SELECTION OF MENTÉES 

a) Launching the call for mentées 

1. Develop the requirements for applicant mentées   

- Who can be a mentée?  

- What need they be like? 

- What are our cirterias? 

Mentees will be children ages 7 – 16 from large families and families at social risk or will come from 

the target group described earlier.  

2. Develop the criteria of selection  

- How will those who apply be selected? Consider recommendations, interviews...with whom? 

- How do I clarify the requirements of the mentée? 

The activity coordinators will speak with the children who attend the day center and who need 

help, and will encourage them to participate in the programme. Those who wish to participate in 

the programme will tell the group leader, who will get in touch with the child’s parents or 

guardian and request their written permission allowing their child to attend the programme.  
 

3. What is our application procedure? 

- Do we need translations for migrants? 
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Does not apply. 

- How do we adapt our application form so it is easy to fill in also for vulnerable groups? 

Does not apply. 

- Do potential future mentées need to pay in order to be in the programmeme? 

No. 

- Are there any further requirements for their applications, e.g. marks at school etc.? 

The most important requirement is that the child wants to participate in the programme and 

shows a need.  

4. Channels for launching the call for mentées? 

- How do we adress our target groups for potential mentées?  

- Which network could help us to build up trust in future mentées, e.g. social workers, 

kindergartend teachers, youth workers etc.? 

The children who would benefit from participating in the programme are already participants in 

the two participating organziations, and therefore no other sources are necessary to seek out 

more children.  

 

To keep in mind: 

• Don’t put in too many limits on who can be a mentée  

• Don’t make the selection too lengthy – the potential mentée may be scared off by too much 

bureaucracy; 

• Set a reasonable deadline for applications – not too long (or else they will forget; not too short, 

or else they may not be able to meet it); 

• Decide on the channels to distribute the call for mentées that are most likely to appeal to this 

target group (e.g. work with intercultural mediator if you want to adress migrant families) 

• Provide a reader-friendly form for the applicants to fill 

• Provide an easy contact point (e.g. telephone) for those applicants who may have questions 

before they make up their mind to apply; 

• Decide on a strategy to handle „weird” or too „difficult” applicants. 

• Mentoring is not a therapy and not a baby-sitting either! 

• Try to  find „gate-keepers” who can open up the doors to your target group and help building up 

trust between all parties (mentors, mentées, project management) 

 

b) Contracting mentées – issues to address in the contract 

• Length of period and number of hours of the mentoring; 

The child is enrolled in a programme that is six months long and meets with the mentor two to 

three hours a week.  

• Requirement to participate in the mentoring; 

The child must want to participate in the programme and must feel free to change his or her 

decision and withdraw, altough with a good explanation for the withdrawal.  

• Mentors' and mentée´s responsibilities and limits of their responsibilities (e.g. confidentiality vs 

obligation to report to coordinator etc.); 
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The themes of the relationship betwen the mentor and the mentee, as well as the activities and 

the results in broad terms must be known to the coordinator and to the mentor trainers in order 

for them to be able to evaluate the process. However, at the same time the child must feel 

secure that the confidences he or she expresses will not be discussed publicly. However, if the 

child is in danger or needs to be referred to other specialists, this confidentiality will be broken.  

• Expectations concerning reporting on mentor-mentée meetings 

The mentor and his younger friends meeting times, as well as the length of the meetings, must 

be known to the programme coordinator.  

• Financial conditions of taking part in the programmeme; 

The child participates in the programme free of charge. However, some of the programme 

activities expenses may be covered by funds from the project budget.  

• Support structures available for mentées - facilitating mentées networking and reflection 

In case a child feels not happy with the mentor or some troubles will occure parens can contact 

the programme coordinator. 

• Insurance 

 

To keep in mind: 

• Do we need to translate the applicaiton for different language groups? 

• Is there going to be a trial period for the mentées? 

• When is it best to sign the contract: prior to or after matching /attempting to match mentors and 

mentées? 

• What if there are more mentées than needed? 

• What if there are less mentées than needed? 

 

c) Cooperation with parents / caregivers  

- How do we establish the cooperation with the mentées´parents / caregivers? 

- What are our instruments and methods to improve collaboration? 

- Who could help us build up this support system? 

Parents sign a contract giving the child permission to participate in the programme. The parent will 

be invited to express his or her opinion about changes in the child, the worth of the programme, and 

to make suggestions.  

 

d) Securing parents’ /caregivers’ consent for mentoring activities 

- Is there any agreement between the mentoring programmeme management and the parents or 

caregivers of the mentée explaining the programmeme (rights, obligations, objectives etc.) 

- Could we involve “gate-keepers” to increase trust and confidence? 

- How could we include parents and caregivers in the mentoring activities to raise collaboration? 

 

Outlined in the contract signed by parents and guardians there will be a clear notification about the 

length of the programme and the length of the meetings. Because the children already participate in 

activities held at the day center, and because the future mentors and volunteers will be working 
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here, parents may enjoy peace of mind regarding actitivies that take place between the child and the 

mentor.  

 

To keep in mind: 

• Be clear on what you promis the parents / caregivers, e.g. mentoring is not a therapy or a 

babysitting 

• Don´t raise too many expectations, stay realistic but postive. 

• Be authentic to become a reliable partner for the caregiver and parents of your mentées. They 

will recognize your commitment towards the welfare of their children and create confidence.  

 

 

II.1.6. MATCHING MENTORS AND MENTÉES 

a) Induction of mentors and mentées - trial period 

- How do we want to initiate the relationship of our mentoring pairs? 

- What are our criterias for matching them? 

- Do we provide a trial period? How long would it be? 

- How do we get feedback from mentor / mentées regarding the effectiveness of the match? 

The first meeting will take place with the mentor trainer mediating. After this meeting, the mentor 

and the child begin to meet together. The trial period will last a month. After this month both may 

chose to no longer meet together. The child and the mentor write their reflections of their meetings 

in their journals.  

 

b) Revising mentor-mentée matching 

- Do we have a mis-match policy? 

- Do we have a procedure that addresses challenging matches? 

- In what circumstances do we need to go over the matching? 

- What are the signals when we need to review this relationship? 

- How do we proceed if the matching was not successful? 

The mentors and the children will be observed for a month with the goal of trying to establish how 

they are doing. If a child refuses to meet, then a discussion is held between the mentor and the child. 

If a complicated interpersonal situation arises, the couple will be “split up” and another mentor will 

work with the child.  

 

II.2. MENTOR TRAINING / COACHING PROGRAMMEME DEVELOPMENT 

II.2.1. PRELIMINARY ISSUES  

a) General framework of the training 

- Is the mentor training / coaching programmeme development a task for a team or for an expert? 

The mentor training and mentoring programme are the results of teamwork. The entire team of 

mentor coaches pool their knowledge and model the programme.  

- Is the training compulsory or optional for the mentors? 
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Training is compulsory for mentors. The goal is to prepare them to work successfully with the 

child. However, new volunteers will be taught additionaly in order to provide them with the 

basics.  

- Can the mentors obligate themselves to attend these training sessions? Do we have written 

agreements on this? 

A separate agreement for a mentor to participate in a training session will not be necessary. 

- What if a mentor does not attend the training regularly? 

If a mentor for valid reasons cannot attend the entire training session, then, depending on his or 

her needs and level of training, the programme will seek to help him in another manner, through 

individual consultation, through reading materials, and so on.  

 

- Do the mentors have a say in the programmeme development? 

- How could they give their voice on it?  

The role of the mentor in the development and refinement of the programme is very important. 

Therefore, the mentor is encouraged to share observations, suggestions, and insights.  

- In what way can we empower them so they take responsibility for the elaboration of their train-

ing? 

The mentors will be invited to participate in improving the programme. Their individual contribu-

tion to the programme will be considered important.  

 

- Is this a brand new training / coaching programmeme or are we adapting an existing one? 

- Do we know any similar training / coaching programmeme on which we can build on?  

- What are positive aspects on existing training programmemes which are valuable for us? 

- Which negative characteristics of other coaching programmemes do we need to avoid? 

The programme does not seek to reinvent the wheel, but rather combines several teaching methods 

and strategies in order to offer a quality product. 

 

II.2.2. THE CURRICULUM  

a) GOALS AND OBJECTIVES OF THE MENTOR TRAINING / COACHING PROGRAMMEME 

- Why do we want to establish this mentor training? What are our ideas and purposes regarding 

this? 

The goals of the mentoring programme: 

• To familiarize the mentor with the organization’s humanitarian (Christian) values and code of 

ethics 

• To familiarize the mentor with children and young adults developmental psychology 

• To familiarize the mentor with developmental problems and with behavioral difficulties 

• To teach the mentor how to interact with a child or young adult 

• To encourage the mentor to develop as an individual and to accept another child or young 

adult as an individual 

• To learn to recognize one’s positive and negative characteristics and to understand another’s 

positive and negative characteristics 

• To learn how to work together 
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• To learn how to solve problems as they arise 

• To analyze situations and possible outcomes 

• To improve a child/young adult’s independence, development of critical thinking skills 

• To learn how to understand oneself and to evaluate situations 

• To learn how to evaluate effort and to gauge learning results 

• To learn how to value positive emotions and to learn how to free onself of negative emo-

tions. 

 

b) CONTENT AND ACTIVITIES OF THE MENTOR TRAINING / COACHING PROGRAMMEME 

- What kind of infrastructure do we need for the training? 

To facilitate training we would need a facility where we could show visual material and work in 

groups. 

- What kind of material do we want to hand out to our mentors to support their work? 

Materials used during the training sessions for mentors—slides, reading lists, and other useful 

information—will be sent to them via email after the training sessions are finished.  

- What kind of ressources can we offer to the mentor training? 

The organizers will provide a space for the training sessions, a lectern, coffee and tea breaks, and 

materials. 

- Do we have training schedules and /or agendas? 

The final copies of training schedules will be put together before the training session and will 

reflect the experience and needs of the mentors in training. The first cylce of lessons will focus 

on the phenomenon of volunteering, building self awareness, learning one’s boundaries, and 

learning how to recognize emotions and how to control them. The second training cycle will 

focus on themes oriented towards the child—children’s development, recognition of a child’s 

emotions, effective listening, controlling conflict, ethics, what to do if... (when facing a serious 

problem who to go to for help and who to inform if the child speaks of self harm and so on). 

During the second phase of training plans will be made for activities that can be done together 

with the child; resources will be evaluated; and suggestions for making activities more varied will 

be considered.  

- How can we provide an active involvement of our mentors in this training? 

The training sessions will be practical and theory will be kept to a minimum; therefore, mentors 

will be drawn into the training through hands-on activities and exercises.  

- What if our training seems to have little real impact on our mentors´ performance? 

During the training mentors will have support and will have the opportunity to discuss what help 

is available to them. Their behavior will be observed and discussed. They will be encouraged to 

be motivated.  

- How do we react if our training takes place in a vacuum?  

When theory is presented, practical examples will be shown, situations that enable one to better 

understand the principle; also practical exercises will be held in order to help the mentors better 

understand and be able to consciously apply them.  

- What do we do if mentors visit the training sessions but there’s little support before or after to 

make sure they implement what they have learnt? 



This project has been funded with support from the European 

Commission. This communication reflects the views only of the 

author, and the Commission cannot be held responsible for any use 

which may be made of the information contained therein. 

Learning to be a Good Mentor – LeGMe 

2013-1-RO1-GRU06-29565 1 

 18/30 

After the training, the mentors will be able to apply the information they have received 

practically and will be encouraged to share their problems and their successes.  

 

To keep in mind: 

• In order to provide an effective mentor training, your mentoring programmeme design should 

include high quality mentor selection, training, assessment / evaluation and ongoing support in a 

mentor learning community. 

 

c) MENTORS’ STANDARDS INCL. ETHICAL ISSUES 

- Are the programme expectations clearly defined and understood by our mentors? 

When selecting mentors, potential mentors will be asked to express how they imagine their 

volunteering experience will play out and what they expect from the programme. They will also 

be asked about what they are prepared to give to the programme and to the children. In this 

manner, it will clear that the mentors understand the programme and the duties expected of 

them. Then it will be possible to provide them with materials based on the ideas that they have 

expressed and their expectations.  

Expectations for mentors is as follows: That they meet with the children every week. That they 

schedule time for the child to express himself or herself. That they spend time together with the 

child. That they spend their time together in a positive manner, and that the mentor is a person 

who understands and supports the child. That the mentor will seek professional help if any 

serious problems arise or if the mentor is made aware of serious problems. And finally, that the 

mentor will provide a report on the time that he or she spent with the child, analyzing both 

successes and shortcomings.  

- Do we provide commitment or / and confidentiality support agreements? 

Yes we do — in order to ensure the safety of the child.  

- Do mentors know about the ethical codes of the mentoring project management? Do we have 

common ground in this issue?  

During the second meeting we will discuss ethical issues and situations. We will discuss how 

ethical issues can be solved and how to evaluate ethical dilemmas which the mentor may face. 

We will also discuss confidentiality and how to ensure a child’s safety.  

- How could we varify that there is consens on ethical questions between mentors, mentor train-

ers and mentoring programmeme managers? 

During the training period we will discuss values, morality and ethics. During this time it will 

become apparent whether the mentors and the mentor trainers and the programme 

coordinators all share the same views on values, morality, and ethics.  

 

To keep in mind: 

- Provide a sound, well-articulated rationale (grounded on effective practices) that guides the 

development of your programmeme goals and plans. It will help the mentor to life your 

standards and deliver support services for their mentée. 

- Only if the developmental needs of the mentée are clearly understood by programmeme design-

ers and managers, standards and ethical codes are easy to establish.  
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- Make sure that your mentoring programmeme has a clear code of conduct that ensures profes-

sionalism, confidentiality and ethical behaviour and make it public. 

- Be a role model and exemplify your ethical code through your own life. 

 

II.2.3. METHODOLOGY OF DELIVERY OF THE MENTOR TRAINING/ COACHING PROGRAMMEME 

a) TYPE OF TRAINING / COACHING (FACE-TO-FACE, DISTANCE LEARNING, BLENDED LEARNING) 

- What are the disadvantages / advantages of face-to-face, distance and blended learning in our 

context? 

The advantages of face-to-face training are that we will be able to ensure that the mentors re-

ceived our information and that they are able to competently adapt that information to the men-

toring situation and are able to execute the activities that enable them to better understand the 

information. By participating live the mentors will get more out of the programme than if they 

only read the seminar materials. They will also have the advantages of working together with 

other mentors and executing the exercises and activities together. For these reasons, we believe 

that live face-to-face training will be more effective.  

However, we will also provide participating mentors with additional information that they may 

refer to later because we believe that some individuals process information better when they are 

able to absorb it at their own pace. We will also provide opportunities to consult with mentor 

trainers and programme organizers over email.  

- What kind of experiences do we have in these different methods? 

The mentor trainers have enough experience to be able to organize training groups.  

- Could we imagine a combination of those? 

A combination of training approaches will be used; however, more emphasis will be placed on 

face-to-face training.  

- How do other mentoring training programmemes deliver their coaching? What methodology of 

delivery do they use? Are there any best practices we can learn from? 

The support center for children organizes “Big Brothers Big Sisters” training and uses a face-to-

face training method that is combined with theory and practical hands-on activities.  

- What kind of personal / financial ressources can we provide in implementing a suitable method-

ology? 

In order to implement the methodology the organizers of the mentor training programme are 

prepared to volunteer as much human resources as needed.  

- Which methodology would our mentors value? 

 

b) TIMELINE 

- How often do we meet for the training / coaching sessions? 

- How long does the training last? How many lessons per session? 

- When do we deliver the training: during the day, evening or rather on weekends? 

- When do we start? End? 

The mentor training programme will take place over the course of four days. During the first two 

days the training will be scheduled for three hours. On the thirth and fourth days the training will be 

extended to four hours daily, making a total of 14 hours of training. The first training session will take 
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place in June and the second in September. The training will take place in the evenings, at a time that 

is convenient for volunteers.  

 

c) TRAINING / COACHING STRATEGIES 

1. Feedback 

2. Group reflection 

3. Intravisions – exchanging of best practices 

 

To keep in mind: 

• Make sure the trainer has experience in adult learning. 

•  Try to support your mentors to learn about and become confident in meeting the diverse needs 
of the mentée and give them training in pedagogical approaches appropriate to circumstances. 

• Make sure that mentors who are not familiar with ICT receive advanced technical training in 

order to follow the distance and blended learning sessions successfully.  

 
 

II.2.4. SUPPORT MATERIALS FOR THE MENTOR TRAINING/ COACHING PROGRAMMEME 

a) HANDBOOK/ HANDOUTS / WORKSHEETS 

- What specific material can we hand out to our mentors?  

Themes: child development; emotional intelligence (recognizing our own emotions and the emo-

tions of those around us; body language; controlling our emotions); conflict management; where 

to go to seek help; issues of child safety; listening skills; recognition of values and tolerance (ac-

cepting a child the way he or she is).  

- What information can enhance their learning and our training? 

The training can be enhanced by implementing as many practical activities as possible, discus-

sions, and by encouraging active participation in the training on the part of the mentors as well 

as encouraging mentors to share their personal experiences and insights.  

- Can we provide a handbook on our mentoring programmeme that documents and supports the 

training? 

We will produce a handbook that will summarize the information presented during the training 

sessions and which will help mentors remember key discussion points. We will also include a 

reading list if the mentors feel that they need access to more information.  

 

To keep in mind: 

• Good handouts complement a training session but be careful not to overload it!  

• Handbook, handouts and worksheets should be a means of learning. So keep your training partic-

ipants engaged, choose a mix of practical exercises and trainer led material.  Surely, you want 

your attendees remain interested throughout the meeting, so they can improve their skills and 

competences thanks to your professional mentoring training and coaching. 

 

II.2.5. MONITORING AND EVALUATION OF THE MENTOR TRAINING / COACHING PROGRAMMEME 
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- What do we do if there is a lack of creativity and adaptability? And our mentor trainers deliver 

the same topics in the same way every time without respecting the mentors learning needs? 

Because so much attention and time will be devoted to practical activities and to discussions, the 

mentor trainers must of necessity be flexible and in some instances may allow the mentors to 

freely present information—if they have the necessary theoretical background and experience.  

- Does the training programmeme utilizes multiple measures of assessments to identify individual 

mentor needs? 

The needs of the mentors will be determined through analysis of their expectations and through 

later consultations and discussions.  

- Do we provide peer reviews with other mentor trainers to reflect on the training? 

- How do we collect feed back of our mentors regularly? 

After meeting child for the first time mentor will be asked to write a message informing about 

experience, feelings, moods, self assessment etc. Also mentors will be asked to fill in diary about 

the impressions from the meetings with a child. In this way mentors will evaluate their 

knowledge, will see what skills they are missing and make their own suggestions for the pro-

gramme improvement.  

- What is our monitoring plan? 

Monitoring plan is developed separately.  

- How can we analys the work performance of the mentoring trainer to the benefit of the learning 

outcomes of our mentors? 

- How could we collect assessment data from the trainees? 

After the training sessions are completed, the mentors will be asked to assess their experience 

and provide feedback.  

- Does the trainer have an instrument to reflect his / her work, e.g. a reflection log? 

There will be an opportunity to receive feedback from participants in the training sessions as well 

as feedback collected during the training.  

- What kind of other artifacts or feed backs could be appropriate to find out the quality of our 

mentoring training? 

 

To keep in mind: 

• Your mentoring programmeme should utilize multiple measures for assessments to identify indi-

vidual needs to improve the quality of your training and coaching. 

• Depending on the context of your mentoring programmeme, e.g. working with volunteers or not, 

be careful not to overload the training.  

• Don´t make your training too theoretical and try to garantee the practical relevance for your 

mentors. 

 

III. IMPLEMENTATION PROPER OF THE MENTORING PROGRAMMEME 

III.1. MANAGEMENT  

a) Mentoring programmeme coordination 

- Does our programmeme has sufficient staff and secured resources to design, implement and 

sustain activities that we invisage? 
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The Modern Centre for Didactics, which operates in partnership with Holy Cross House, and the 

Lentvaris Caritas children‘s day center "Akimirka" along with active volunteers, prepares the 

mentoring programme and is responsible for its implementation and sustainability. 

- Are our programme responsibilities for planning, operation and oversight clearly defined and is 

our programmeme leadership designated? 

The coordination of the mentoring programme and its implementation is based on the division of 

work and key roles, as well as collaborative work and discussion. The partners build the pro-

gramme together, plan, offer ideas, and share their observations.  

The Modern Centre for Didactics coordinates the programme and is responsible for implement-

ing activities, for results, for time management, for solving conflicts, and for resources. A group 

of trained and experienced experts assembles the group and organizes the potential mentors 

work with children.  

 

b) Facilitating teamwork 

- Is the communication between programmeme leaders, mentors and other stakeholders con-

ducted to ensure effective use of resources? 

Communication between programme coordinators, mentor trainers and mentors is organized in 

such a manner that human resources are used in the most effective manner possible along with 

other measures (physical space, methodological materials, and supplemental materials). 

- How do we garantee sustainability? 

The programme will be tested out during the first time that it is used and it will be revised ac-

cordingly reflective of experience and noted means of improvement. The finalized, tested, and 

revised programme will used continually as new mentors are brought into the programme, new 

volunteers join the project, and current mentors evolve into trainers and contribute to the fur-

therance of the programme. This programme will become a part of the organization’s activities 

and will serve as a model for working effectively with children.  

- How do we provide the financial ressources? 

During the programme’s probationary period part of the programme’s expences will be funded 

by the LeGMe project grant. Part of the funding needed for the mentor training programme and 

organizing meetings between mentors and children will be funded by this grant. The other part 

will be funded by professionals donating their time and the organizations donating administra-

tive resources.  

- Can we find sponsoring organizations who demonstrate institutional commitment to this men-

toring programmeme? 

After the programme’s probationary period, we will seek out funders who could contribute to 

continuing the programme by providing necessary resources.  

- Are the programmeme responsibilities for planning, operation and oversight clearly defined and 

is the programmeme leadership designated? 

The institutions and individulas who are making this programme a reality have clearly designated 

their responsibilities associated with the programme’s planning, implementation, and monitor-

ing. Responsibilities and obligations are clearly outlined in employment contracts that are signed 

on a voluntary basis.  
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- Does our programmeme allocate adequate time, fiscal resources, and appropriate authority to 

programmeme leadership, which include a team of stakeholders that provides support and over-

sight? 

Yes, the programme clearly plans time management, support, and consultation. 

 

c) Accountability, respect and trust 

- What accountability chain is there in the mentoring programmeme? 

This mentoring programme foresees the following chain of accountability: the coordinator is re-

sponsible for making sure that the entire mentoring programme runs smoothly; the mentor 

trainers and teachers are responsible for training the mentors, for consulting with mentors, for 

assisting them and monitoring them. The mentors answer to the mentor trainers and work to-

gether with them to solve problems as they arise. The mentors discuss their successes and short-

comings with their mentor trainers and evaluate their work and the effect of the programme on 

the child. All persons participating in the programme share responsibility for the programme 

running smoothly and successfully and for working together to solve problems.  

- Who are the mentors to be accountable to? 

- Who is the mentoring programmeme coordinator to be accountable to? 

The mentor programmeme coordinator answers to the LeGMe project partners and coordinators 

because organizing the mentor training programme and testing it out is one of this organization’s 

primary project goals. Through constant communication that takes place through a variety of 

channels, the programmeme coordinator in Lithuania informs the project partners about the 

progress of the programme, about results, and about challenges. Additionally, the coordinator is 

responsible to the Educational Exchange fund, which administers the mentor training pro-

gramme in Lithuania and allocates funding towards the project.  

- Are the mentees’ parents/ caregivers accountable to the programmeme at all? E.g. if they 

change their mind about allowing the child to meet with the mentor, who is to be announced 

and in what manner? 

If a child’s parents no longer want their child to meet with a mentor, they must inform the pro-

gramme coordinator and provide a reason for no longer giving permission for their child to par-

ticipate in the mentoring programme.  

- There must be mutual respect for all parties involved in the mentoring programmee: respect 

needs to be consistently modeled by all. How is our programmeme ensuring that respect is mod-

eled by all adults around the child? Beware: the mentors may think that the parents do not do 

enough or well enough for their children and for this reason they are not worthy of respect - re-

member to discuss the issue of respect with the mentors (e.g. respect for people’s effort to do 

their best in the given circumstances). 

-  Mutual trust is something that can only evolve over time: who is the mentoring programmeme 

coordinator placing his/her trust in first and foremost?  How are we going to be build trust within 

our programmeme? 

Trust is an especially important factor when working within a team and implementing a pro-

gramme. The programme coordinator must completely trust the group of people who are mak-

ing the programme possible. However, the most important role belongs to the mentor train-



This project has been funded with support from the European 

Commission. This communication reflects the views only of the 

author, and the Commission cannot be held responsible for any use 

which may be made of the information contained therein. 

Learning to be a Good Mentor – LeGMe 

2013-1-RO1-GRU06-29565 1 

 24/30 

er/teacher who plays the most important role in preparing future mentors, and then later ob-

serving them and supporting them in their role. A culture of trust must be cultivated. This trust 

begins with the coordinator and must exist between the mentor trainers and the mentors. How-

ever, the most important expression of mutual trust must be built within the relationship be-

tween the child, his or her parents, and the mentor.  

 

d) Programmeme Monitoring and evaluation / quality assurance 

- How can we provide evidences that our mentoring programmeme is successful?  

The ongoing work of the mentoring programme will be constantly evaluated by the programme 

coordinator, the mentor trainer, and the mentors themselves. An indication of the success of the 

programme will be the child himself or herself. When the child’s learning and behavior improves 

and that is noticed by parents, the child’s teachers, the mentor, and others involved in the child’s 

life, then that will be an indicator of success. 

- In what means could we improve our quality assurance? Are there any monitoring tools, evalua-

tion techniques we could use to garantee good quality of our programmeme? 

The quality of the programme will be guaranteed by constant observation and evaluation: the 

mentor will note the most important things and will reflect and discuss his or her actitivies ongo-

ing results and changes with the mentor trainer and coordinator. He or she will solve problems as 

they arise and will discuss questions with other mentors. At the conclusion of the programme the 

children and their parents will be asked to reflect on the effect of the programme on their lives.  

- How could we support our mentors and mentor trainers so they have time to engage in the men-

tor learning community and to achieve the best mentoring they can possibly provide? 

Constant meetings scheduled between mentors and their teachers and the coordinators increas-

es motivation and helps solve problems as they arise. These meetins instill confidence and en-

courage participants to stick with the programme to the end.  

- How could our mentoring management team support these efforts of our mentors and trainers 

consistently? 

The mentors who complete the program will receive certificates proving their participation in the 

programme and showcasing the skills that they have acquired. The mentor trainers will also re-

ceive a certificate. The mentors will be consistently encouraged. The beneficial effects of their 

volunteering work will be consistently stressed. When problems arise, solutions will be sought 

together.  

 

e) Defining / agreeing indicators of programmeme success 

- What are the indicators for our management team that our mentoring programmeme structures 

provide adequate time and opportunities for mentors and mentees to engage in meaningful, 

shared professional development? 

- The main indicator that the programme is developed in such a way that it generates meaningful 

growth and that mentors are satisfied with their work will be a positive reflection on the pro-

gram, space for self-realization, and self-expression.  
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- Has the programmeme established milestone criteria for development and the use of formative 

assessment allowing the mentée and mentor as well as the mentor trainer to set clear goals for 

improving the mentoring programmeme´s level of proficiency. 

 

f) Assessment of mentors’ on-going learning needs  

- Do we have a formative assessment process that provides a framework for the purposes of 

demonstrating mentors growth and progress? 

The formative assessment process that monitors the mentors’ growth will be established 

through continual reflection, which will be done by the mentors and the mentor trainers.  

- Do we provide any techniques / tools that engages the mentor / mentée in an ongoing reflective 

process? 

We will suggest that the mentors and children write in a journal after every meeting, focusing on 

essential events, emotions, and experiences. This methodology will be crucial to monitor the en-

tire programme.  

 

g) Assessment of mentors’ progress in performance  

- Does our programmeme give formative information that is used to determine the scope, focus 

and content of the professional development activities that are the basis for the mentors’ self-

assessment and development of an individual professional learning plan? 

- Are our mentors prepared to integrate support and assessment strategies within the context of 

mentoring to enhance their personal learning? 

- How can the mentoring programmeme management provide multiple measures of formative 

assessments to identify individual mentors’ needs and guide support? 

 

h) Facilitating growth of involved human resources (reflection) 

- Could we offer any in-service training for our staff involved in this mentoring programmeme? 

- How could we facilitate peer learning to strengthen our human resources? 

- Do we know the needs, motivation and ambitions of our participants and how to support them 

effectively? 

The needs and the motivations of mentors participating the programme are clear. First of all, 

they are seeking to participate in the training programme, to prepare themselves to work with 

children, are seeking answers to their questions, gaining confidence regarding what they will do 

and how they will do it. By interacting with a child, the mentor seeks a positive relationship and 

results from that relationship, the establishment of goals and individual and professional growth.  

 

i) Risk management 

- Do we have a comprehensive, ongoing system of programmeme development and evaluation 

that involves all programmeme participants and other stakeholders? 

All individuals associated with the project will participate in evaluating the programme’s success. 

This means the mentors, the children, parents, mentor trainers, and coordinators. At the same 

time it is anticipated that the programme will be useful not just directly to individuals involved in 
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the project, but will also raise the quality of the work of participating organizations, and that re-

sults will be shared.  

- Is there a clear communication plan that can prevent risks, e.g. misunderstanding, risk of exclu-

sion etc. 

Risk will be controlled by constant communication and exchange of information between various 

interested parties. Questions and problems will be addressed immediately through consulation 

and discussion.  

 

- Do we regularly collect and reflect feedbacks about our programmeme quality and effectiveness 

from all participants?   

Constant reflection and feedback from all participants in the programme is extremely important 

and will be encouraged. Results will be systematically collected and recorded.  

- Does the programmeme management team analyze multiple sources of data and shares data in a 

systematic way to all stakeholders, and use the data for programmeme improvement (transpar-

ency)? 

The programme management team will collect all multiple sources of data about the develop-

ment of the programme and will analyze it and disseminate it to all interested stakeholders.  

- Does the programmeme stakeholders participate in external reviews designed to examine pro-

grammeme quality, effectiveness and potential risks? 

Interested parties will be invited to share their opinion after observing the programme from an 

external position. 

 

j) Crisis management  

- How can we assure that our programmeme management collaborates with all programmeme 

participants to overcome challenging aspects, e.g. mentée working environment, mentor training 

and other operational and logistical barriers?  

This will be achieved through communication and information exchange and through consula-

tion.  

- Does our programmeme management understand the role of other support team members and 

respect the confidentiality between team members?  

Yes 

- How do we assess the three most comon elements of a crisis: the threat to our organization, the 

element of surprise, and the short decision time? And how do we deal with these elements?  

Our activities will be carefully planned and a work schedule will be consulted. Emergency 

measures will be in place in the event of a “What if” situation arising. 

- How do we identify potential threats and how do we find the best ways to avoid those threats? 

We will implement brainstorming, an analysis completed by interested parties, and SSGG analy-

sis. 

- How and what could we learn from critical situations that we or other similar prorgramms have 

encontered?  

We have studied other programmes and have created our programme based on our studies. We 

also constantly analyze our own experience, creating training programmes for adults.  
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- In what manner could we deal with threats before, during, and after they have occurred?  

We will analyze dangers and threats based on our own strengths and weaknesses. 

- How could we increase our management skills and techniques in order to identify, assess, under-

stand, and cope with a serious situation, especially from the moment it first occurs to the point 

that recovery procedures starts (e.g. abuse of a mentée by a mentor)?  

We implement the highest standards of professionalism and leadership ethics. 

 

k) Celebrating success 

- How could we recognize outstanding achievements, personal engagement in our mentoring pro-

grammeme? 

- Are there any awards we can think of that can recognize these best practices, e.g. of mentors, 

mentor trainers etc.  

The work of all mentors and mentor trainers will be evaluated and appreciated. They will receive 

certificates indicating the expertise that they have acquired in our programme. At the same time, 

the children who participated in the programme will be thanked with a small symbolic gift.  

- Is it possible to share this celebration with a wider community, e.g. via local press, website etc.? 

The success of the programme will be celebrated not only by the team, but by the organizations 

they represent as well. Positive results will be shared on the programme coordinator’s Internet 

page and on social networks.  

 

To keep in mind: 

• Your mentoring programmeme should utilize multiple measures for assessments to identify indi-

vidual needs to improve the quality of your training. 

• The programmeme design should provide effective communication between and among pro-

grammeme participants and partners. 

• Build up formal and informal linkages internally among members of the partnership to support 

the sustainabilty of your programmeme. 

• The programmeme leaders should participate in on-going professional development of your 

mentoring programmeme. They should understand the necessary to develop, implement, and 

support the programmeme.   

• A professional learning community specifically for programmeme leadership helps to improve 

the quality of your mentoring programmeme. Network with other existing mentoring program-

memes and establish this learning community. 

• Use the celebrating of various successes of your mentoring programmeme also for public rela-

tions – for the benefit of the persons involved and for the good reputation of your mentoring 

programmeme. 

• Don´t forget: The success of all mentoring programmemes depends on having engaged and ful-

filled participants: mentors, mentor trainers, mentées and project leaders. Recognize their 

achievements and celebrate their success regularly! 

 

 

III.2. PROGRAMMEME VISIBILITY, DISSEMINATION AND AWARENESS RAISING 
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a) Other potential beneficiaries - waiting lists (mentors, mentees) 

- What media could we use to make our programmeme more visible, e.g. local press, radio, web-

site? 

Once the mentoring programme passes its probational period and is improved upon, it will be 

advertised on the Internet websites and social networks associated with participating organiza-

tions.  

- Is there any network we could address to make our programmeme more noticeable? 

Information about our programme will be spread through a network of various organizations 

that work with children and actively use volunteers and would like to participate in our pro-

gramme in the future.  

- How could we use our active mentors and mentées to spread the word and message of our vi-

sion? 

After the first phase of the programme is successfully implemented, we will make our results 

known through encouraging participants to share their experience by recommending the pro-

gramme to others. In other words, we will use a word-of-mouth approach. This type of advertis-

ing should prove to be most influencial and will serve to drawn new mentor volunteers into the 

programme.  

 

To keep in mind: 

• Word of mouth, or viva voce, is a good way to passing your information. Never underestimate 

the satisfaction, trust and commitment to your mentoring programmeme by your participants: 

word of mouth has far-reaching consequences (e.g. affective / emotional, cognitive, and behav-

ioral) for all participants of your mentoring programmeme, the wider community and your or-

ganization. 

 

 

III.3. INVOLVING STAKEHOLDERS, NETWORKING, SECURING SUPPORT FOR THE PROGRAMMEME  

a) Sharing the vision 

- In what way could we make our ideas and visions more transparent to find like-minded people 

and organizations to support us?  

- Have we analysed different programmemes, initiatives and organizations in terms of their vi-

sions? Do we agree with them? Is there common ground?  

 

b) Individuals  

- Parents, caregivers 

- How could parents and caregivers support our programmeme? 

Parents and caregivers will support and encourage kids to participate in the programme.  What 

are the characteristics of these parents and caregivers? 

- What would be important for them to provide help / assistance? 

- Do they understand the benefit of our programmeme? What can we do to enhance this under-

standing? ????? 

- Is there anything they could supply for our programmeme, e.g. translation, PR etc.????/ 
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- Intercultural mediators 

- Do we know any intercultural mediators in our region? Do they share our vision?  

- In what way could they back our mentoring programmeme? 

- What benefit would the mentoring bring for them? How could they be involved? 

- What are their resources? 

Not relevant. 

 

- VIPs 

- Do we know any VIP´s active in this area / theme of our mentoring programmeme? 

- Are there any gate keepers that can provide access to our target groups (mentées, mentors)? 

- What is their interest in cooperating with us? How could we statisfy their needs, meet their in-

terests and share their visions?  

- What would be attractive to them inorder to commit themselves in our programmeme idea? 

- How could we involve them for the benefit of our programmeme? 

- What are their resources? 

 

c) Public and private institutions  

d) Cultural and educational establishments interested in the mentoring programmeme (e.g. 

schools, clubs, libraries, etc.)  

Schools, foster care centers, children’s day centers. 

- Social services involved (child protection agency, etc.)  

- Healthcare services, local departments of health prevention, prevention of addication etc. 

- Law enforcement agencies, child welfare agencies 

- Community centers  

- Local media 

- Social media 

- Mass media 

There is a possibility that we will be able to disseminate information through the Caritas day centers.  

e) Interested donors on local, national, European / international level 

- Study the list of donors of other, similar programmemes and get familiar in fundraising. 

 

To keep in mind: 

• Networking is an important socioeconomic activity by which you will find groups of like-minded 

people who recognize, create, or act upon new ideas regarding your mentoring programmeme. 

When followed, they allow you to build new relationships and generate opportunities for the 

benefit of your programmeme. Dedicate time to let your mentoring programmeme grow by 

meeting great realtionships that can support you. Start being a good networker! 

 

IV. EVALUATION OF MENTORING PROGRAMMEME OUTCOMES AND PROGRAMMEME AD-

JUSTMENT (IF NECESSARY) 

- What do we and other stakeholders need to know about the programmeme outcomes? 
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- Who should be involved in this process? 

- How and when should it be done? 

- What resources will it require? What kind of worksheets or tools can we provide to assist in the 

evaluation process? 

- Do we write an annual report to present to our support network?  

- Could we collaborate with universities to provide external evaluation or scientific supervision and 

monitoring? 

 

To keep in mind: 

• Evaluating your mentoring programme can help you make necessary adjustments and, ultimate-

ly, determine its effectiveness. It is important to establish a plan for evaluating your mentoring 

programmeme. 

• Evaluation of mentoring programmems is still an evolving field. In order to find useful recom-

mendations and support you might adress similar programmemes or contact social researchers 

to find the best and most current evaluation principles and practices.  
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