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Offering mentorship programmes to
NEETs

Problem statement

Many young people who fall into the category of ‘not in employment, education or training’ (NEETS) come
from disadvantaged backgrounds, live in deprived areas or have a history of failed attempts in
employment, education and training, becoming discouraged as a result. With time, this wears down
NEETSs’ confidence and their trust in the structures around them. Eurobarometer findings suggest that
young people are increasingly losing trust in governments and other institutional actors, including public
employment services (PES) and education and training providers. This is likely even more the case for
already discouraged young people, such as NEETSs.

A well-functioning mentorship programme has the potential to reverse this loss in trust; it can be the start
of a new chapter in a young person'’s life and bring their (working) life back on track. A mentorship
programme can be defined as a structured relationship between two individuals, where a more
experienced person (the mentor) guides and supports a less experienced, often younger, one (the
mentee). The primary objective of a mentorship programme is to provide mentees with guidance,
encouragement, and support, helping them to develop new skills, gain confidence and access new
opportunities.

NEETSs often face multiple barriers to education and employment. Mentoring can help them break this
cycle of disadvantage by providing guidance, support and opportunities for growth from a perspective of
someone they can look up to and ideally identify with. Long used in sports and increasingly gaining
momentum in the business world, mentorships have the potential to propel young people out of their
current situation by offering insight into how mentors have succeeded, and by providing a role model of
someone who is well integrated into the world of work. This is especially important when role models are
not readily available, for example when NEETs have recently relocated, belong to a minority
underrepresented in the world of work or come from a disadvantaged family background.
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Addressing the problem

Mentoring can provide young people who are not in employment, education, or training (NEETS) with
access to new opportunities and networks that they may not have encountered otherwise. A mentor can
introduce them to their network, provide connections to job openings or training programmes, and offer
valuable advice on how to navigate the job market. By expanding their horizons and broadening their
perspectives, mentors can help NEETs break out of their current circumstances and access new
opportunities for education, employment, and personal growth.

Evidence shows that offering individual support is crucial for (re)engaging NEETs. A mentorship
programme offers individual support, matching each mentor with a NEET. Activities offered under the
mentorship programme differ from person-to-person as there is no one-size-fits all approach to such a
personal interaction.

On a societal level, fostering connections between those who need help and those who are able and
willing to help may contribute to more inclusive societies. Those interested in becoming mentors often
engage because of a need to ‘try to give back’ since they have successfully overcome challenges and
succeeded in their endeavours. Moreover, such connections will allow mentors to understand the
challenges of vulnerable groups in society better. Mentors are also likely to acquire new skills during the
mentoring process, such as active listening or providing constructive feedback, which will be valuable
assets to their organisations.

Despite all the benefits, for mentorship programmes to be effective, certain conditions need to be
considered and put in place. These may concern issues such as: the question of financing and
administering such programmes, depending on the size of the cohort; administrative work related to the
programme (e.g. running a call for mentors and mentees, keeping databases updated, running the
matching process); and when things do not work out as planned, an alternative for the mentees and
mentors involved needs to be arranged. Some other issues include:

how to identify and train mentors;

how to engage NEETs in mentorship programmes;

how to set up framework conditions which will lead to good results;
how to best match mentors with mentees; and,



¢ whether and how to create mentorship programmes from scratch or integrate them into existing
policy measures.

For those creating and running mentoring programmes aimed at helping NEETS, or looking to design
such initiatives, the following suggestions may be helpful:

@® Tip 1: Decide whether to create a stand-alone mentoring

programme or include mentoring into a broader activity
targeting NEETs

The first step in designing a mentorship programme for NEETS is to decide whether this
should be a stand-alone intervention or part of a broader intervention targeting NEETs or
young people more generally.

Some successful policy initiatives targeting NEETSs already include an important mentoring
component, for example the European Commission’s ALMA tool. Integrating mentorships into
existing policy initiatives targeting NEETs can be highly beneficial for expanding the mindsets
of young people and breaking the cycle of disadvantage. It can also be a cost-effective way to
improve outcomes for NEETS, as it makes use of the expertise and experience of mentors to
supplement existing resources and support. In addition, mentorship can help to increase
engagement and motivation among NEETS, encouraging them to participate in programme
activities and work towards their goals.

Including mentoring in a specific programme also helps to reach the programme’s objectives,
while the mentoring can be tailored to the NEETS’ circumstances and needs. For example, in
the ALMA project mentioned above, which focuses on mobility of NEETS, young people are
mentored both before going abroad and during their stay abroad, with individualised support
in the hosting country. Another good practice example is the so-called two-track mentoring
scheme, which involves a mentor from the youth sector and a counsellor from the Public
Employment Service to help NEETSs re-engage in employment.

Mentoring is an easy way to gain insight into what elements of a programme are working well
or not, as mentees are more likely to flag any issues they experience with their trusted
mentors. Mentorship can also help to ensure the long-term sustainability of programme
outcomes, as NEETs are empowered to take control of their lives and make positive changes
that can last a lifetime.

Mentoring can of course also be offered as a stand-alone initiative, as is the case

for Sindbad, a social enterprise which focuses on mentees transitioning from compulsory
education into employment or education, often into VET. Some of the mentors are actively
involved in finding a suitable training place for their mentees, using social media to mobilise
their professional network. In 2022, this organisation won the Best Austrian Project Award and
has already facilitated the mentoring of more than 5000 young people.

@® Tip 2: Providing a framework for a successful mentoring

relationship

Providing a framework for the mentorship relationship is essential to ensure that both mentors
and mentees have clarity about their roles, responsibilities, and expectations. This framework
should include a mentorship agreement that outlines guidelines on communication,
confidentiality, and boundaries. Goal setting is also a critical component of the framework, as
it enables mentees to identify and work towards specific objectives. Regular check-ins


https://www.cedefop.europa.eu/en/tools/vet-toolkit-tackling-early-leaving/resources/aim-learn-master-achieve-alma-tool-european-commissions-active-inclusion
https://www.cedefop.europa.eu/en/tools/vet-toolkit-tackling-early-leaving/resources/preseneeti-se
https://www.sindbad.co.at/
https://www.bmeia.gv.at/themen/auslandskultur/intercultural-achievement-award/detail/?tx_bmeiaiaa_pi1%255Bproject%255D=435&tx_bmeiaiaa_pi1%255Baction%255D=show&tx_bmeiaiaa_pi1%255Bcontroller%255D=Project

between mentors and mentees should be scheduled to monitor progress, discuss challenges,
and celebrate successes.

To ensure a successful mentoring relationship, it is essential to plan the mentoring process
carefully. This involves considering the steps of the mentoring process, stages of
development of the relationship between mentor and mentee, and common challenges that
arise in practice. For instance, the first meeting between mentor and mentee is crucial in
clarifying roles, expectations, and logistics. Mentors should take the time to get to know their
mentees, establish a common agreement, and set the tone for the mentoring process.

Fostering a supportive environment is also vital. This can be achieved by

e emphasising the importance of confidentiality and trust;
e providing mentors with training on active listening and empathy; and
e promoting cultural sensitivity and awareness.

For example, mentors can use the 4R model (reluctance, rebellion, resignation and
rationalisation) to understand and address resistance to change in their mentees, among
plenty of models available. This guide offers a comprehensive overview of models that
mentors can draw on.

Regular check-ins and feedback are also essential for maintaining a supportive and
productive environment. Mentors should provide constructive and SMART (specific,
measurable, achievable, relevant and time-bound) feedback to help mentees achieve their
goals. Moreover, mentors should be aware of the stages of change that their mentees may go
through, including pre-contemplation, contemplation, preparation, action, and maintenance
(see guide mentioned above). Effective mentoring relationships can have a lasting impact on
the lives of young people, and it is essential to prioritise their needs and interests throughout
the mentoring process.

@ Tip 3: Identify, recruit and train mentors

Effective mentorship programmes rely on identifying, recruiting and training suitable mentors.
This process is critical in establishing a strong foundation for the mentorship relationship and
ensuring that mentors are well-equipped to achieve the goals set out for the mentoring
programme.

Identifying and recruiting mentors with the right skills, experience and qualities is essential.
This can be achieved by defining the ideal mentor profile, making use of existing networks of
programme managers or organisations that have set up a mentorship programme, and
advertising mentorship opportunities through various channels. Once suitable candidates
apply, a thorough screening process, including interviews and reference checks, should be
implemented. This is to ensure that mentors selected are suitable for the role and reflect the
mission of the programme in question.

One good practice when engaging NEETS in the green/sustainable sector, is to ensure
mentors have in-depth knowledge of the sector, as it is only with this expertise that they can
provide effective guidance and support to mentees. An online checklist similar to this example
may help the evaluation of applications, clarifying what is expected of future mentors.

Once mentors are identified and recruited, they should receive comprehensive training that
covers topics such as effective communication, active listening, and goal setting. Ongoing
support and supervision should also be provided to help mentors navigate any challenges
they may encounter. Hands-on material can be found on what competences a potential
mentor should cover, including knowledge, skills and attitudes. The following guide for
parental involvement in their children’s schooling for example offers a self-assessment tools
for mentors, which can also be applied to working with NEETSs. This guide, inspired by early
Cedefop work, identifies nine core competences for mentors, the majority of which are


http://preseneeti.se.site.sitexo.com/cache/documents/62e7bea8b4138dd96b5c015f/Handbook_mentorship.pdf
https://learning.cambridgeinternational.org/professionaldevelopment/pluginfile.php/67249/mod_resource/content/2/Week%204%20-%204.2%20Mentor%20Self-Assessment%20Tool.pdf
https://library.parenthelp.eu/wp-content/uploads/2023/08/parentrus_io3_self-assessment_mentors_final_version__1_.pdf

transversal and therefore also relevant for NEETS, including: communication, resilience,
conflict management, awareness, engagement, emotional intelligence, mentoring delivery,
systemic approaches awareness, and continuous learning and self-development.

These competences are then further broken down into certain behaviour elements (like
understanding the impact of cultural differences on communication) and can be used as a
checklist for what an organisation is looking for in a mentor.

@® Tip 4: Reach out to NEETs

In addition to identifying and training mentors, targeted outreach to potential mentees is
crucial.

First, the target group needs to be clearly defined. NEETSs are a very heterogeneous group of
young people. Key characteristics of those who would be suitable for mentoring need to be
clearly defined. This includes specifying the age range, geographical location and any specific
challenges or needs that mentoring aims to address. In the case of a broader activity
designed for NEETS, the target group will most likely already be defined. Here, the question
that needs to be clarified is whether all NEETSs involved will benefit from mentoring or only a
specific sub-group. Mentoring could also be offered on a needs-based approach, where
young people with specific challenges or goals are prioritised for the programme.

To reach NEETSs effectively, programmes can use youth-friendly websites and social media
campaigns. This can involve creating targeted websites and social media profiles that speak
to the needs and interests of young people, as well as running social media campaigns that
feature successful peers sharing their experiences and serving as role models (see Tip 7).
Before launching a campaign, it is essential to analyse who uses the specific communication
channel, when and how, to ensure the campaign reaches the target audience. The language,
style, and visuals used in the campaign should also be tailored to the platform and target
audience. For example, Sindbad, the mentoring programme from Austria, makes use of
posters with a distinct modern aesthetic to attract attention from Generation Z to their work.

Once the target group is defined, it is also worth checking a number of concerns, such as
setting up a tracking and monitoring system, data protection, partnership approaches in
outreach, and holistic outreach for difficult-to-engage groups. More details on reaching out to
NEETSs effectively are available here.

® Tip 5: Carefully match mentees with mentors

To implement mentoring programmes for NEETS, it is important to match mentees with
mentors carefully. For this purpose, suitable mentors need to be recruited in the first place
(see Tip 3). Ideally, these share some of the key characteristics of the mentees, such as
gender, migration background, region of origin or common challenges, such as young
parenthood.

It is also important to encourage NEETS to explore career paths that may not have been
previously considered, including those in male- or female-dominated sectors where their own
gender may be underrepresented. This will help to broaden NEETS’ horizons and provide
access to a wider range of training and job opportunities. This approach may also lead to the
identification of mentors from non-traditional backgrounds or sectors, who can offer unique
perspectives and insights. Creating links between mentees and mentors upfront will ensure
that young people see themselves reflected in their role models and can be inspired by the


https://www.instagram.com/sindbadsocialbusiness/
https://www.cedefop.europa.eu/en/tools/neets/intervention-approaches/outreach

similarities, as well as the fact that their mentor managed to overcome certain challenges.

Should the mentoring relationship, despite carefully considered matching, prove unfruitful or
unsatisfying for the NEET person, a re-match of mentees with an alternative mentor should be
considered. Offering this option is crucial for motivating NEETS to participate in a mentoring
programme. Those in charge need to check in with participants carefully, ideally at an early
stage, to see if the match is a good fit for both sides. Changing mentor needs to be an easy
and available option for NEETS, with no sense of shame attached to it.

@® Tip 6: Design a clear pathway for the mentoring-mentee

relationship

Mentoring can help NEETs develop crucial labour market skills and knowledge. Ranging from
oral and written communication to planning and reflecting on personal career goals, all may
be immediate results of engaging in a mentoring programme. Longer-term mentoring
programmes will also foster a sense of commitment among young people engaged, as well as
a sense of accountability toward their mentor. NEETs may be more inclined to follow through
with their ambitions when it comes to next steps regarding a job or training, when they feel
someone else has a stake in their progress.

Such commitments may be further enhanced by designing a clear pathway for the mentoring-
mentee relationship. First, the pair needs to get to know each other, establish a working
method which fits both sides. Next, they should agree on a set of short-, medium- and long-
term objectives with tangible actions to reach them. Through this process, NEETs will be
encouraged to invest their time reflecting on what really matters to them, and where they see
themselves personally, professionally but also financially in the future.

Mentors can actively shape this process by helping mentees work through both conscious
and unconscious barriers in their thinking regarding available options. For example, a young,
discouraged NEET person may not be aware of relevant transversal skills they have already
accumulated, which would allow them to apply for a sector currently looking for workers. The
mentor needs to pay specific attention to the motivation but also limitations expressed by the
mentee, and rather than solving (perceived) problems, encourage them to come up with
possible solutions for themselves. Mentors can moreover offer hands-on assistance, for
example helping to draft motivation letters or discussing possible interview questions ahead of
a job interview.

NEETs may lack confidence and self-esteem, which can hold them back from engaging in
employment, education, or training opportunities. Mentoring can help them develop a positive
self-image and build confidence in their abilities to take the next step to re-engage with the
world of work. With the feeling that ‘'someone has their back’, young people will be more
confident when reaching out to potential employers or participating in job interviews.

Moreover, a mentorship can offer a more realistic view on a young person’s strengths and
weaknesses. Some NEETSs belong to this group due to mental health reasons, but others may
not always see their skills and competences realistically. With someone believing in their
abilities and value, it will be easier to make progress, especially if they had had negative
experiences the past. The mentorship relationship offers a step-by-step approach to building
confidence, as well as a sense of agency. If NEETs can manage to engage with a mentor,
they may feel more inclined to engage with other actors as well, such as career guidance
providers, potential future employers, or training providers.

@® Tip 7: Provide flexible and accessible options for

mentoring




To engage NEETS effectively, it is crucial to offer flexible and accessible mentoring options
that cater to their diverse needs and circumstances. Regular progress monitoring and
evaluation, as well as identifying areas for improvement in the mentoring programme, are
equally essential.

To overcome potential barriers to engagement, programme providers should consider
practical challenges that may deter NEETs from participating. These may include limited
mobility, lack of transportation funds, childcare responsibilities, language barriers, or limited
access to the internet. By identifying potential obstacles early on and involving local
stakeholders and community partners, such as social service providers, programmes can be
tailored to meet the specific needs of their target audience. For example, programme
providers could:

e partner with local community centres or libraries to offer in-person mentoring sessions;

e provide childcare or transportation support to enable NEETS to attend mentoring
sessions;

e offer online mentoring options, such as video conferencing or messaging platforms, to
accommodate those with limited mobility (but considering that some disadvantaged
NEETs may not have access to the internet); and

e ensure that programme materials and communication are available in multiple
languages to cater for participants from a diverse background.

Some projects have set up dedicated online platforms, which, among other activities, facilitate
the mentoring process. This is the case with agood practice example involving Austria, Italy,
Ireland, Portugal, Czechia and Portugal, which targets ‘forgotten’ NEETs who lack motivation
and self-esteem and who need additional guidance through a mentoring system to get in
touch with vocational education and training and/or the labour market. This good practice
offers a personal integration map, which is a gamified online platform for individual support,
motivation and monitoring between mentor and mentee making use of open-source software
(adhering to EU Data Protection rules).

By removing barriers to mentoring, programme providers can help level the playing field and
provide equal access to opportunities for all NEETSs.

@ Tip 8: Share success stories to inspire NEETs

Mentorship programmes can be a game changer for NEETs. Sharing success stories of
NEETs who took part in mentoring and changed their reality as a result can help to build
credibility and increase interest in the mentorship programme on offer.

By showcasing the achievements of former participants, in other words NEETs who have
successfully transitioned into work or training, programme providers can demonstrate the
effectiveness of their programme and convey the message that the success of every young
person who takes part truly matters.

It is therefore worthwhile to collect and share success stories through social media, case
studies, or testimonials.

Success stories may also have the potential to engage NEETs who ‘remain on the fence’
about whether to participate or not. Those designing such programmes also need to keep in
mind that NEETs may be discouraged from participating by their immediate surroundings;
their family, partners, or friends may all question whether it is worthwhile to participate.
Success stories will offer good arguments for NEETSs that participation can indeed be worth it.
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Related resources

Good practices

Living in remote areas

PreseNEETi se

Empowerment and integration of NEETSs into the
labour market and development of a
comprehensive programme support services for
NEETSsS, including the solutions on systemic
level

The project focused on empowerment and
social activation of NEETS, contributed to the
establishment of support services for NEETs
through improved education and supporting
social environment. It empowered 30

Supporting the economic mobility
of NEETSs through targeted
training, mentorship, and job
placement

Generation empowers NEET youth through
targeted mobilisation, skill-based assessment
and selection, and tailored mentorship,
equipping them with skills to build meaningful
careers and foster economic mobility.
Generation creates pathways to an inclusive
workforce, ensuring resilient, career-ready
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unemployed and inactive young people to all
take a big step towards active inclusion in the
society, by getting a job, becoming a

volunteer or an active jobseeker. Each of the

30 NEETs was continuously supported by two

trained youth mentors.
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young professionals.
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Go Remote

Unlocking the potential of remote job
opportunities

Go Remote is an initiative designed to reduce
youth unemployment by offering training,
mentoring, and employment opportunities in
remote and hybrid jobs.
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DARE

Day One Alliance for Employment

The DARE (Day One Alliance for
Employment) project is a dynamic and
innovative initiative that supports young
people not in employment, education, or
training (NEET). By focusing on both skill
development and social integration, DARE
enhances the employability of marginalised
youth across Europe.
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B Portugal
Tech Your Future DigitHer
Dalla formazione al lavoro, crea il tuo futuro DigitHer

Tech Your Future equips NEETSs across lItaly
with the skills and support to launch careers
in high-demand digital professions, offering
inclusive training and personalised job
placement. By connecting talent with
opportunity, the project opens pathways for
youth to thrive in the ever-evolving tech
sector.

I italy

DigitHer empowers young women to launch
digital careers by addressing barriers to
employment and boosting confidence through
targeted training and mentorship. By creating
a supportive, female-focused learning
environment, the initiative helps bridge the
gender gap in tech.

IR taly
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RAISE Youth

Rural Action for Innovative and Sustainable
Entrepreneurship for Youth

The RAISE Youth initiative contributes to
providing decent and productive work for
youth through social innovation in rural areas
of 4 EU countries: Bulgaria, Croatia,
Romania, and Spain.

Main objective is to pilot and promote an
innovative RAISE Model of (self)
employment, for youth based on sustainable
agri-business in 4 rural regions of EU with
high unemployment rates and depopulation.
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= Spain

Tools

Aim-Learn-Master-Achieve
(ALMA) tool - European
Commission’s active inclusion
initiative for integrating
disadvantaged young people not
in education, employment or
training (NEETSs) through mobility

ALMA (Aim-Learn-Master-Achieve) is an
active inclusion initiative to empower the most
vulnerable young people (18- to 29-year-olds)
who are not in education, employment or
training (NEETS).

Bl EU level

Publications


https://www.cedefop.europa.eu/en/tools/neets/resources/raise-youth
https://www.cedefop.europa.eu/tools/neets/resources?country%255B319%255D=319
https://www.cedefop.europa.eu/tools/neets/resources?country%255B329%255D=329
https://www.cedefop.europa.eu/tools/neets/resources?country%255B339%255D=339
https://www.cedefop.europa.eu/tools/neets/resources?country%255B343%255D=343
https://www.cedefop.europa.eu/en/tools/neets/resources/aim-learn-master-achieve-alma-tool-european-commissions-active-inclusion
https://www.cedefop.europa.eu/tools/neets/resources?country%255B347%255D=347

J Publications

Mentor, a NEET surprise for you!

A handbook on mentorship for working with
young people from vulnerable backgrounds

This comprehensive guide for mentors is
specifically designed for working with NEETs
form vulnerable backgrounds. The guide is
linked to a good practice example of working
with NEETs (Preseneeti) and outlines key
competences and stages of the mentoring
process.
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O Publications

Polish Outdoor Learning report

Project’s final report

This is the final project report of a good
practice called the Polish Outdoor Learning
(POL) project. The practice is based on the
concept of Outdoor Learning (OL), a
pedagogy that cultivates essential life skills
and key competences for transformative
learning, social inclusion, and diversity.
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[ Publications

Polish Outdoor Learning
Handbook

Curriculum for outdoor learning trainers

The Polish Outdoor Learning (POL)
handbook provides a comprehensive guide
for Outdoor Learning (OL) trainers, covering
the benefits, methodology, group dynamics,
individual development, logistics, and safety
considerations of the POL Curriculum.
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EURES (European Employment
Services) report

Report on labour shortages and surpluses in
2024

This is the seventh edition of the European
Employment Services (EURES) report on
labour market imbalances, exploring the
status of labour shortages and surpluses in
2024 and how they developed over time.

B EU level
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https://www.cedefop.europa.eu/tools/neets/resources?country%255B337%255D=337
https://www.cedefop.europa.eu/en/tools/neets/resources/eures-european-employment-services-report
https://www.cedefop.europa.eu/tools/neets/resources?country%255B347%255D=347
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