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This handbook is based on real experiences from the IntegrAGE Living Learning Labs (LLLs) 
implemented within the IntegrAGE project - A practical approach to support the healthy 
adaptation and integration of 55+ workforce into the labour market. The LLLs were imple-
mented by 7 partners from six Danube region countries: Bosnia and Herzegovina, Bulgaria, 
Croatia, Hungary, Serbia, Slovenia. Partners are coming from different sectors, bringing dif-
ferent perspectives, know-how and resources and representing multi-ple sectors:

•	 Two chambers of economy and industry (Bulgaria and Serbia) – public, business sector
•	 Business support organization (Hungary) – public, business sector / innovation
•	 Three NGOs dealing with socio-economic development and social economy (BiH, Croatia, 

Slo-venia) – socio-economic sector and environmental protection 
•	 Vocational education centre (Serbia) – educational / human resources development
 
The Handbook is introducing the Living Learning Labs as an innovative format gathering 
cross-sector stakeholders, providing supportive environment for testing new ideas and con-
cepts in real-life settings.  As an IntegrAGE team, we’re providing an overview on main princi-
ples, how and when to use LLL, the obvious benefits but also the main challenges that need 
to be considered.  

IntegrAGE project is all about creating policies, actions, methodologies and practical tools 
for smart, more human and efficient age management of the persons 55+. Therefore, within 
the LLL we’re piloting intergenerational learning and mentoring programme; multisector 
teams in 6 countries are creating practical experiential learning environment and setting up 
a mentoring programme.  Chapter 3 is provid-ing detailed description on how the mentoring 
programme is envisioned, whom to involve and step-by-step methodology that was created 
within the IntegrAGE partnership. 

In the next chapter we’re sharing our experience and lessons learned going through the 
implementation process, focusing on selection procedures, communication, practices used 
and main challenges we were facing in different countries. One of the key actions was ca-
pacity building of mentors - Train the men-tors’ programme – so we give an overview of the 
training topics and methodology used. LLL monitoring and evaluation system provided high 
quality feedback from all the stakeholders involved so we were able to come with the list of 
recommended mentoring skills and also tips for future mentors, willing to learn from our 
experience. 

All practical tools are provided in the Annexes to this handbook.

IntegrAGE is also focusing on knowledge transfer and durability of project outputs and re-
sults so, there is the entire chapter dedicated to lessons learned and how tested and im-
proved model can easily be transferred to another EU setting.           
  

2.1 A Definition Rooted in Real Life

Let us start with a simple definition. The European Network of Living Labs describes living 
labs as open innovation ecosystems where users and stakeholders work together to develop 
and test solutions in real-life settings.

In practice, this means bringing together people with different experiences and perspectives 
to address real challenges where they occur – in workplaces, communities, schools or online 
environments. Instead of designing solutions behind closed doors, participants experiment, 
learn from each other and adapt ideas based on real experience.
Living Learning Labs combine learning, collaboration and innovation. They encourage shared 
responsibility, active participation and continuous improvement, helping organisations and 
communities develop solutions that are both practical and meaningful.

2.2 The Principles That Guide Living Learning Labs

A Living Learning Lab is not a random gathering. It rests on several core principles that to-
gether make it effective.

•	 Innovative – encouraging new ideas and practical experimentation; 
•	 Multisectoral – involving stakeholders from different sectors and backgrounds; 
•	 Collaborative – promoting shared responsibility and equal participation; 
•	 Co-creative – developing solutions together with those who will use them; 
•	 Focused on knowledge transfer – creating opportunities for mutual learning; 
•	 Based in real-life settings – testing ideas where they are meant to be applied; 
•	 Impact-oriented – aiming to improve people’s lives and create positive social change. 

Together, these principles help ensure that solutions are practical, relevant and supported 
by those involved.

2.3 Why Use a Living Learning Labs?

Living Learning Labs offer a practical way to address complex challenges that cannot be 
solved by one organization or one profession alone.
They support experiential learning, strengthen partnerships and improve knowledge shar-
ing. By working together, stakeholders can pool resources, build trust and develop solutions 
that better reflect real needs.

At the same time, Living Learning Labs require commitment. They involve coordination be-
tween multiple stakeholders, clear communication and sustained engagement over time. 
Having a dedicated facilitator and a shared vision is often key to success.

1. INTRODUCTION – IntegrAGE project context 2. What are the Living Learning Labs?
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Despite these challenges, the benefits often outweigh the effort, especially when address-
ing issues that require collaboration across sectors and generations.

2.4 Virtual Living Learning Labs

Living Learning Labs can also take place online.

Virtual Living Learning Labs use digital tools such as video conferencing, shared documents 
and messag-ing platforms to support collaboration and learning across distances. They 
make it possible for partici-pants from different organisations, regions or countries to work 
together without the need for frequent travel.

Although virtual settings bring additional challenges, such as digital fatigue or unequal dig-
ital skills, they can increase flexibility and accessibility when designed in a simple and inclu-
sive way.

Whether face-to-face or online, the essence of a Living Learning Labs remains the same: 
people learning together while working on real challenges.

3.1. Goals and Objectives

The IntegrAGE Living Learning Labs were designed to test how intergenerational mentoring 
can work in practice and how organisations can benefit from it. The aim was not only to pilot 
a mentoring pro-gramme, but also to explore how this approach can strengthen knowledge 
sharing, support active ageing and contribute to more resilient and inclusive workplaces.
The programme had three main objectives:

•	 To support knowledge transfer between generations by enabling experienced employ-
ees to share both explicit and tacit knowledge with younger colleagues, reducing the risk 
of knowledge loss caused by retirement or staff turnover.

•	 To promote active ageing and longer working lives by recognising older employees as 
valuable mentors, strengthening their engagement, motivation and sense of contribu-
tion within the or-ganisation.

•	 To embed mentoring into everyday organisational practice by integrating it into exist-
ing knowledge management and human resource development processes, rather than 
treating it as a one-off activity.

Beyond these core objectives, the Living Learning Labs also aimed to strengthen organisa-
tional adapta-bility and a culture of continuous learning. By encouraging reciprocal learning 

between generations, both mentors and mentees had opportunities to develop new skills, 
build mutual understanding and increase their ability to respond to changing workplace 
demands.

The implementation of Living Learning Labs across different countries and organisational 
contexts also provided valuable insights into what works in practice. These experiences 
helped refine the mentoring model, strengthen the capacity of project partners and gener-
ate evidence that can support future initia-tives and policies related to active ageing, life-
long learning and age management.

Overall, the Living Learning Labs functioned not only as pilots of an intergenerational men-
toring pro-gramme, but also as catalysts for organisational learning and cultural change.

3.2. Whom to Involve?

Living Learning Labs are built on 
collaboration between people with 
different experiences, expertise and 
perspectives. Their success depends 
on active participation, trust and 
shared ownership among all those 
involved.

In the IntegrAGE project, the Living 
Learning Labs followed the quadru-
ple helix approach, bringing to-geth-
er representatives of the public sec-
tor, business, academia, civil society 
and the individuals directly partici-
pating in the mentoring process.

The following groups played an important role in the design, implementation and evalua-
tion of the men-toring programme.

Public sector stakeholders

Public institutions help create an enabling environment for Living Learning Labs by ensur-
ing alignment with broader policy priorities and labour market needs. They can support 
coordination across sectors, facilitate access to institutional networks and contribute to the 
sustainability of the approach beyond the project itself.

Examples include:
•	 national, regional and local government bodies; 

3. IntegrAGE LLLs - piloting intergenerational learning and 
mentoring programme 
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•	 employment services and labour market institutions; 
•	 authorities responsible for labour, education, social inclusion and ageing policies. 

Industry and business sector

Employers are at the heart of the IntegrAGE Living Learning Labs, as mentoring takes place 
within real workplaces and everyday organisational settings. Their involvement ensures 
that mentoring activities address actual organisational needs and can become part of exist-
ing human resource practices.

Examples include:
•	 host companies from different sectors and of different sizes; 
•	 HR managers, line managers and company leadership; 
•	 employers’ associations and chambers of commerce. 

Academia and education sector

Academic and educational institutions contribute methodological expertise and support 
monitoring, re-flection and evaluation. They help capture lessons learned and translate 
practical experiences into knowledge that can be shared and transferred to other contexts.

Examples include:
•	 universities and research institutes; 
•	 faculties related to economics, management, social sciences and education; 
•	 vocational training centres and lifelong learning providers. 

Civil society and social economy

Civil society organisations bring valuable community perspectives and help ensure that the 
Living Learn-ing Labs approach remains inclusive and people-centred. They can highlight 
social needs, support trust-building and strengthen the wider social impact of the activities.

Examples include:
•	 NGOs working in the areas of employment, ageing and inclusion; 
•	 social enterprises and other social economy actors; 
•	 trade unions and professional associations. 

Individual participants

At the centre of every Living Learning Lab are the people directly involved in mentoring and 
learning. Their experiences, motivation and feedback shape the quality and success of the 
process. The reciprocal nature of mentoring creates opportunities for both mentors and 
mentees to learn, grow and build mutual understanding.
Examples include:

•	 senior employees and experts (55+) acting as mentors; 
•	 younger employees participating as mentees; 
•	 where relevant, retired professionals, freelancers or community mentors.

The exact composition of a Living Learning Lab may vary depending on the local context. 
What matters most is bringing together the people who can contribute different perspec-
tives while sharing a common commitment to learning and collaboration.

3.3. Process and Methodology

Living Learning Labs implementation – Step-by-step approach

The IntegrAGE Living Learning Labs follow a structured but flexible methodology that helps 
organisations introduce and test intergenerational mentoring in real working environments.

The process is designed as a series of practical steps that build on one another while allow-
ing adaptation to different organisational and national contexts. Continuous feedback and 
reflection are encouraged throughout the implementation, enabling participants to adjust 
the approach based on their experiences and emerging needs.

A key feature of the methodology is co-creation. Employers, employees and other relevant 
stakeholders actively contribute to the design, implementation and evaluation of the men-
toring process. This helps ensure that the solutions developed are practical, relevant and 
supported by those involved.

The methodology presented below reflects the experience gained through the IntegrAGE 
pilots and can be adapted to suit different settings and organisational needs.

The implementation process consists of the following steps:
 

Step 1 - Establishing governance 
and coordination structures

The process starts with the estab-
lishment of a transnational Task 
Work Group (TWG) at project level. 
This group is composed of repre-
sentatives of the IntegrAGE part-
ners involved in piloting the Living 
Learn-ing Labs.

The TWG is responsible for:
•	 coordinating the overall Living 

Learning Labs process;
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•	 ensuring methodological coherence across countries;
•	 supporting national-level implementation;
•	 facilitating communication, mutual learning and exchange of experiences.
The Task Work Group functions as a central learning and coordination body throughout the 
entire imple-mentation cycle.

Step 2 – Context analysis and selection of host employers

Before implementation, project partners carry out a basic context and needs analysis at 
national and organisational level. This step helps identify labour market challenges, organ-
isational needs and oppor-tunities for mentoring.
Based on this analysis, host employers are selected. Priority is given to organisations that:
•	 show strong motivation to introduce a mentoring programme;
•	 value knowledge management and intergenerational learning;
•	 are willing to allocate time and internal resources;
•	 are open to learning and sharing experiences with others.
Each selected employer commits to piloting the mentoring programme within its everyday 
work envi-ronment.

Step 3 – Forming the national Living Learning Labs support team

For each national Living Learning Lab, a multisectoral support team is established using the 
quadruple helix approach. The team typically includes representatives from:
•	 public institutions,
•	 academia or education,
•	 business support organisations,
•	 civil society or social economy actors.
The support team provides advisory input, methodological support and complementary ex-
pertise. Its role is to assist the host employers and mentors throughout the process, while 
keeping coordination efficient and focused.

Step 4 – Co-designing the mentoring programme

The mentoring programme is co-created with the active involvement of HR managers, men-
tors and relevant stakeholders. Through participatory workshops and structured meetings, 
the following ele-ments are jointly defined:
•	 objectives and expected outcomes of mentoring;
•	 roles and responsibilities of mentors, mentees and HR staff;
•	 mentoring formats (e.g. one-to-one, group mentoring);
•	 timeframes, frequency and duration of sessions;
•	 feedback and reflection mechanisms.
This step ensures ownership, relevance and alignment with organisational goals.

Step 5 – Preparing and training mentors

Selected mentors participate in orientation and training sessions designed to build mentor-
ing capacity and ensure a shared understanding of the Living Learning Labs approach.
Training focuses on:
•	 mentoring principles and techniques;
•	 communication and trust-building;
•	 intergenerational dynamics;
•	 reflective practice and feedback skills.
Training formats may combine in-person workshops, online sessions and peer learning, 
including ex-changes with mentors from other countries when feasible.

Step 6 – Implementing the mentoring programme

The mentoring programme is piloted in real-life work settings over a defined implementa-
tion period. Mentoring activities are adapted to:
•	 the complexity of knowledge to be transferred;
•	 organisational realities and workloads;
•	 individual needs of mentors and mentees.
Mentors and mentees are encouraged to keep mentoring diaries, documenting sessions, 
progress, chal-lenges and emerging insights. Flexibility is maintained throughout to allow 
adjustments based on experi-ence.

Step 7 – Monitoring, evaluation and reflective learning

Monitoring and evaluation are embedded throughout the process and focus on learning 
rather than con-trol. Evaluation takes place at multiple levels:
•	 individual level (mentor and mentee learning and development);
•	 organisational level (changes in practices, cooperation and culture);
•	 project level (effectiveness and transferability of the model).
Reflection workshops, group evaluations and cross-country peer exchanges support collec-
tive learning and help identify lessons learned and areas for improvement.

Step 8 – Co-creation, dissemination and sustainability

In the final step, experiences, evidence and lessons learned are synthesised into practical 
outputs, such as handbooks, guidelines and case studies. These are disseminated through:
•	 digital learning platforms,
•	 professional networks,
•	 events and stakeholder forums.
The focus is on supporting replication, scaling and long-term sustainability of the Living 
Learning Labs methodology and mentoring programmes beyond the project lifecycle.
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4.1. Selecting Pilot Employers

The IntegrAGE Living Learning Labs aimed to facilitate the intergenerational transfer of 
work-related knowledge and experience through a structured mentoring programme. Sen-
ior and younger employees were encouraged to learn from one another, supported by 
mentoring and coaching activities tailored to their organisational context.
Across six participating countries, project partners piloted the mentoring programme using 
the Living Learning Lab methodology. Host organisations introduced mentoring activities 
within their everyday work environments and adapted them to their specific needs and 
realities. The focus was on strengthen-ing knowledge sharing, supporting cooperation be-
tween generations and creating practical mentoring models that could be sustained and 
replicated beyond the project.
Rather than relying solely on formal procedures and written instructions, the mentoring 
process helped transfer tacit knowledge – practical know-how, insights, lessons learned and 
experience that are often difficult to capture in documents but essential for organisational 
continuity and development.

A) 	 Communication

Different communication approaches were used to identify and engage potential host em-
ployers. Most partners combined targeted outreach with broader visibility activities, de-
pending on their existing net-works and local context.
Common communication channels included:
•	 direct communication, such as emails, newsletters and personal contacts, which proved 

particu-larly effective in reaching motivated organisations and key decision-makers; 
•	 digital and online channels, including organisational websites, social media and profes-

sional networks, which supported wider visibility and ongoing engagement. 
In several countries, relationships established through previous IntegrAGE activities or ear-
lier coopera-tion with employers also played an important role. Existing trust and familiarity 
often encouraged organ-isations to participate and explore mentoring as a new practice 
within their workplaces.

B) 	 Selection of Host Employers

Selecting suitable host employers was an important step in creating supportive environ-
ments for piloting the mentoring programme. While the exact process differed across coun-
tries, partners generally looked for organisations that demonstrated motivation, organi-
sational readiness and a genuine interest in strengthening intergenerational knowledge 
sharing.

The most frequently used selection criteria applied when choosing employers willing to 
host the Living Learning Labs were as follows:

•	 Demonstrated strong commitment to mentoring and learning - employers showing a 
clear inter-est in staff development and mentoring practices; 

•	 Willingness to support intergenerational exchange - companies expressing openness to 
facilitat-ing collaboration between different age groups, promoting mutual learning and 
knowledge shar-ing;

•	 Organizational capacity and resources - staff availability and infrastructure to host and 
support;

•	 Availability of suitable mentors and learners- employees willing to participate as men-
tors and mentees across different generations. 

Implemented cases in the six piloting countries 1

The six piloting countries implemented in total   29 mentoring cases.  All of them, had select-
ed a hosting employer on the grounds of their motivation, organizational capacity and will-
ingness to boost the inte-grational “transfer of skills and knowledge” between generations.  
The piloting partners had chosen different approaches of implementation of the Living 
Learning Labs in their countries in line with the real working environment and conditions.

Bosnia & Herzegovina 
The Development Association NERDA implemented 6 mentoring cases with 2 companies, 
demonstrating high motivation, capacity and willingness to offer piloting environment. 

Bulgaria 
The Bulgarian Chamber of Commerce and Industry (BCCI) implemented  4 mentoring cas-
es. Two men-toring cases with the Association of women entrepreneurs “Vselena” and an-
other two with small com-panies. The Association, except the strong motivation and capac-
ity, demonstrated willingness to use the gained experience in replication of the mentoring 
scheme as a continues practice and ensure sustaina-bility.  The decision for the  participation 
of the small companies Almarex EOOD and Smart Group EOOD in the piloting scheme was 
justified  by the necessity that the “smaller ones” have a greater need for help and support, 
since they have limited human resources.  

Croatia
SLAP  implemented 5 mentoring cases.  They worked with two civic organizations: P.G.D.I. – 
community development NGO active for 25 years, also running social entrepreneurship and 
social services to young adults without parental care and older citizens - having two senior 
managers dedicated to human re-sources development, but not having structured mentor-
ing system; the Association Zvono (Bell) - dedi-cated to providing care for children and youth 
with mental disabilities, running several social services and being well established in their 

1	 Detailed reports for each partner country on selecting pilot employers are provided in the Annexes to this 
handbook.

4. Implementation within the IntegrAGE context
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local community – having three senior persons willing to transfer knowledge to younger col-
leagues through structured mentoring programme.

Hungary
The Pannon Novum Nonprofit Ltd.  implemented 5 mentoring cases. They selected   Mea-
Gold Ltd. as a host employer. The company is an accredited employer and operates within 
a structured rehabilitation environment, employing a significant number of employees with 
reduced work capacity. Its guiding prin-ciple, “Everyone is differently the same,” reflects a 
strong commitment to inclusion, equal opportunities, and human dignity. 

Serbia
The  Chamber of Commerce and Industry of Serbia (CCIS)and the Educational Training Cen-
tre for profes-sional and working skills, Serbia implemented 4 mentoring cases  in their own 
structures.  This allowed them more easily  to keep  continuous contact with the mentors 
and mentees, to support them and monitor the process.

Slovenia 
The Jasa Association and BSC Kranj, implemented 5 mentoring cases. They worked with  
Soroptimist Centre Zagreb, as they participated in special programme called the R.I.S.E. 
Leadership Academy for young women from across Europe. They engaged 5 mentors from 
the Centre, active as professors, NGO leaders and  some of them working as employment 
counsellors/mentors at the Employment Service. This made them particularly well suited to 
support 5 young women, in their personal and professional development through mentor-
ing, most of whom were still seeking their first employment opportunity.
 
C)	 Common Challenges and Solutions 

Challenge1: A key challenge emerged at the beginning of the process, when mentors tend-
ed to provide more general and theoretical explanations of tasks, while young mentees 
expected a more practical, case-based and directly applicable learning approach. This mis-
match created initial difficulties in engagement and effi-ciency, as trainees preferred to fo-
cus immediately on concrete examples and hands-on guidance.
Solution:  As the mentoring process evolved, mentors adjusted their approach by incorpo-
rating more real-life ex-amples, alternative scenarios, and practical problem-solving situa-
tions, encouraging learning by doing, and gradually increasing mentees’ autonomy, while 
also helping them understand the importance of procedures in professional context. Com-
munication styles were balanced over time, combining clarity with efficiency. 

Challenge 2: The need to provide support to the mentors and implement periodic monitoring.  
Solution: Use more digital tools for direct communication with the mentors, guide and sup-
port them during the journey.

Challenge 3: Reduction of written reporting and evaluation documentation
Solution: The introduction of on-line diaries facilitates the whole process of completion of 

the mentoring process (filling in of information, task assignment, practical work performed, 
overall assessment of the knowledge obtained).

Challenge 4: Building openness and equality. Mutual mentoring works best when both par-
ticipants feel safe, respected, and as equal as possible. This requires trust, openness, and a 
willingness to talk not only about work, but also about broader life circumstances that 
Influence motivation and professional choices.
Solution: place greater emphasis on trust-building, equal participation, and open dialogue 
from the start of the process.

Challenge 5: Differences in mentoring culture and organizational readiness.
Social economy and civil sector organizations already have organisational culture suitable 
for volunteer-ing and contributing to common good and sustainability.
Public and private companies need to work on motivation for their employees to do extra 
work and to see benefits from participating in the mentoring programme.
Solution: Introduce tangible motivation tools for mentors and mentees.

Conclusions:

•	 Employer engagement remains a key challenge in all contexts, regardless of national 
system maturity;

•	 Ensure enough planning time with HR and company/employer management;
•	 Apply individual and personal approach to different employers;
•	 Listen the needs and adjust the mentoring programme in line with the expectation of 

the mentees and their priorities;
•	 Ensure a professional support to the mentors;
•	 Provide continuous support and guidance to participating companies;
•	 Introduce online tools to monitor the process periodically and provide support, if need-

ed;
•	 Simplify the documentation of the mentoring process, using online tools;
•	 Introduce tangible motivation tools for mentors and mentees;
•	 Look for smaller companies that do not have access to already existing mentoring pro-

grammes.

4.2. Train the Mentors - Approach and Methodology

Why we trained mentors?

The IntegrAGE mentor training was created to prepare mentors for a new type of intergen-
erational cooperation. The goal was not simply to provide a set of techniques, but to help 
mentors understand how to build a relationship in which trust, motivation, communication 
and reflection can lead to concrete developmental outcomes.
We decided on the topics of the training through a practical reading of what makes mentor-
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ing effective in real working life. Three core areas emerged as essential.
First, mentors need to understand motivation. Without motivation, mentoring easily be-
comes formal, passive or dependent on goodwill alone. Mentors therefore need to recog-
nize what drives people, what discourages them, and how meaning, recognition, autonomy 
and collaboration shape learning and commitment.

Second, mentors need strong communication skills. In intergenerational mentoring, com-
munication is not just about giving advice. It is about listening carefully, noticing emotions, 
asking useful questions, giving constructive feedback and creating psychological safety. 
This is particularly important in mutual and reverse mentoring, where both sides must feel 
respected.

Third, mentors need a clear mentoring methodology. Good intentions are not enough. 
Mentoring becomes more effective when it follows a structured cycle: building the relation-
ship, agreeing goals, supporting learning, monitoring progress and closing the process with 
reflection and evaluation.

These three areas formed the backbone of the training because together they answer the 
central question of every mentoring programme: how to create a relationship that is hu-
man, purposeful and useful in practice.

How the mentoring programme was created?

The IntegrAGE mentoring programme was developed through shared know-how and trans-
national resource exchange among project partners from Bosnia and Herzegovina, Croa-
tia, Slovenia, Serbia, Hungary, Bulgaria and Czech Republic. Rather than designing the pro-
gramme from a single institutional perspective, partners contributed their own experience 
in adult learning, mentoring, communication training, organizational development and 
work with older employees. This made it possible to build a programme that was practical, 
context-sensitive and suitable for different organizational realities.

The overall methodology used in the activity was the LLL – Living Learning Labs approach, 
inspired by the broader Living Labs logic of co-creation, real-life testing, iterative learning 
and continuous improvement. In Living Labs approaches, end users and practitioners are 
not passive recipients of a finished solution; they are active participants in shaping, testing 
and refining it in real contexts. This fits the IntegrAGE model well, because the mentoring 
programme was not designed as a fixed package, but as something gradually strengthened 
through exchange, piloting, reflection and adaptation. 

In practical terms, this meant that the programme grew slowly and deliberately. Knowledge 
was built through discussion among partners, preparation of training materials, exchange 
of resources, testing of methods, and reflection on what mentors actually need in order to 
guide intergenerational relationships. The online workshop format also supported this log-
ic: mentors from different countries could learn together, compare contexts and contribute 

to a shared understanding of good mentoring practice.
Main training objectives:

•	 focusing on improving mentoring skills and competences, 
•	 providing insights and tips to use new techniques in transferring knowledge and build-

ing skills, 
•	 help mentors to develop relationship with their mentees, building trust and open com-

munication.

Train-the-Mentor programme was created to be practical and time efficient and at the same 
time to reach the objectives set up by the LLL partnershop:

a) Orientation Session 1 – Introducing Mentoring Programme

•	 learning about IntegrAGE project, getting bigger picture of the LL approach, 
•	 introducing the mentoring programme (process)
•	 getting better understanding of their roles in the mentoring process, 
•	 goals to be reached and support to be provided
•	 Learning about generational differences
•	 Understanding strengths of mentors and mentees

b) 3 Training Modules – building Motivation and Skills

c) Mentoring Plan Creation Session:

•	 Internal process (mentor, mentee, HR manager)
•	 setting up clear goals and expectations of mentors, mentees, but also HR department 
•	 creation of the mentoring plan (topics, areas of expertise and timeline) – framework and 

tools provided through WS 1(Personal and professional development matrix and OKR 
methodology) and WS 3 – Mentoring Methodology (Mentoring process and cycle- Crea-
tion of mentoring Action Plan)

Overview of the three mentors’ workshops

The mentor training was organized as a set of three online thematic workshops covering 
the following topics:

Module 1: Motivation and mentoring skills
Module 2: Communication skills, active listening and empathy
Module 3. Mentoring methodology

Module 1

This first workshop focused on the foundations of mentor readiness. It helped participants 
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reflect on their own motivation for mentoring and identify the conditions that increase or 
weaken motivation in the workplace. The training drew on established motivational per-
spectives, such as needs, internal and external drivers, and the difference between factors 
that prevent dissatisfaction and factors that genuinely support engagement.

A particularly useful contribution of this module was its practical translation of theory into 
mentoring work. Mentors were encouraged to think about collaboration, meaningful con-
tent and freedom of choice as important conditions for learning. These ideas are especially 
relevant in mutual mentoring: older employees need to feel that their experience matters, 
while younger mentees need space to contribute, ask questions and influence the learning 
process.

The second part of the workshop turned toward the profile of a good mentor. The empha-
sis was not on perfection, but on self-awareness. Participants reflected on communication, 
emotional intelligence, goal setting, time management, collaboration, networking, profes-
sional boundaries and continuous self-development. In this sense, the module did not de-
fine mentoring as a static role, but as an evolving competence. A good mentor is someone 
who knows how to support others while also working on their own blind spots, assumptions 
and habits.

Module 2

The second workshop moved from general mentoring readiness to the heart of the men-
toring relationship: communication. Its core message was simple but powerful. Knowledge 
does not move across generations through expertise alone. It moves through trust, atten-
tion and emotional safety.

This module clarified the difference between hearing and active listening, and between 
sympathy and empathy. The practical framework used in the workshop helped mentors fo-
cus on four steps: paying full attention, understanding both content and emotion, validating 
what they heard, and using open questions to empower the mentee. This is particularly im-
portant in reverse mentoring situations, where the older mentor may need to listen without 
dominating, and where the mentee may also become a source of new knowledge.

The role-play exercises were a strong methodological element of the workshop. They 
showed the difference between dismissive listening and genuine listening, not only at the 
level of behaviour but at the level of impact. When mentors interrupt, rush to solutions or 
minimize emotions, mentees often feel less capable and less willing to engage. When men-
tors validate emotions, slow down the conversation and encourage reflection, the relation-
ship becomes more productive and more respectful.

The module therefore strengthened a key IntegrAGE principle: good mentoring is relational 
before it is instructional. A mentor does not create progress by speaking more, but by lis-
tening better.

Module 3

The third workshop provided the methodological structure that connects motivation and 
communication to a complete mentoring process. It introduced mentoring as a structured 
learning relationship with a clear cycle, measurable progress and meaningful outcomes.
One important contribution of this module was to distinguish mentoring from coaching 
and training. This matters because mentors often feel pressure either to teach, to solve 
problems quickly, or to act as evaluators. The workshop made it clear that mentoring is 
different: it is longer-term, more reflective and more relational. Its purpose is not only to 
improve performance in a narrow sense, but to support broader personal and professional 
development.

The workshop then presented the mentoring cycle in four stages. The first stage focuses 
on initiation and contracting: understanding the mentee, building trust, agreeing expec-
tations and clarifying boundaries. The second stage focuses on goal setting and planning, 
especially through SMART goals that are realistic, relevant and time-bound. The third stage 
is development and learning, where mentoring conversations become active, reflective and 
action-oriented. The fourth stage is closure, where progress is reviewed, learning is consol-
idated and the relationship is formally completed in a respectful way.

A particularly valuable feature of this module was its emphasis on tools that support struc-
ture without becoming rigid. The Mentoring Action Plan helps turn broad development 
needs into agreed priorities, steps and responsibilities. The GROW model helps mentors 
guide conversations from goal to action while keeping the mentee active and responsible. 
Monitoring and evaluation ensure that mentoring remains a learning process rather than 
an informal series of conversations.

Lessons learned from the workshops

The IntegrAGE train-the-mentors activity shows that good mentoring does not emerge by 
chance. It is built through preparation, shared methodology and reflective practice. By focus-
ing on motivation, communication and mentoring skills, and by developing the programme 
through a Living Learning Labs approach based on co-creation and gradual exchange, the 
project created a solid foundation for future mentors.

Its strongest message is that mentoring in an ageing society must be both structured and 
mutual. Older employees should be recognized as carriers of experience, but also as active 
learners. Younger colleagues should be seen not only as recipients of knowledge, but also 
as contributors to organizational learning. In this sense, reverse mentoring is not an excep-
tion to mentoring; it is an important extension of it. For organizations that want to retain 
employees 55+, preserve knowledge and strengthen intergenerational cooperation, this ap-
proach offers real value. Current OECD evidence also supports this direction, highlighting 
age-inclusive workforce strategies, intergenerational knowledge transfer and reverse men-
toring as useful responses to demographic change and skills transformation.
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4.3. Mentoring Skills and Tips

What makes a good mentor?

A good mentor in IntegrAGE is not defined only by seniority or experience. In mutual men-
toring, the mentor is above all a facilitator of learning, a builder of trust and a guide through 
reflection, not a person who simply transmits answers.

This means that a good mentor combines several qualities:
The first is motivational awareness. Mentors need to understand that people engage more 
deeply when they feel respected, when the work has meaning, and when they have some 
ownership over the process. This is especially important for employees 55+, who should not 
be approached as people in decline, but as professionals whose expertise remains valuable 
and whose continued learning also matters.

The second is communication maturity. A strong mentor listens actively, notices emotions, 
asks thoughtful questions and gives feedback in a way that strengthens rather than weak-
ens confidence. In mutual mentoring, this also means being willing to learn from the ment-
ee. The mentor does not lose authority by listening. On the contrary, listening is what makes 
the relationship credible.

The third is methodological discipline. Effective mentoring needs goals, rhythm and fol-
low-up. The mentor should know how to open the relationship, clarify expectations, docu-
ment progress, revisit goals and close the process well. Structure protects mentoring from 
becoming vague.

The fourth is self-reflection. Mentors bring experience, but they also bring habits, assump-
tions and biases. In intergenerational relationships, these can become barriers if they are 
not recognized. A good mentor remains curious, flexible and willing to adjust.

The fifth is respect for reciprocity. Because IntegrAGE promotes mutual and reverse men-
toring, the mentee must also be understood as an active partner. The mentee is not simply 
a recipient of wisdom. The mentee contributes knowledge, questions, feedback, perspec-
tive and energy. Good mentoring depends on both sides.

Core Mentoring Skills Observed in the Pilot

The mentoring skills and practical tips presented in this section are not theoretical recommen-
dations. They are drawn directly from the real life experiences of mentors and mentees who 
participated in the IntegrAGE Living Learning Labs across six partner countries (Serbia, Croa-
tia, Bosnia and Herzegovina, Slovenia, Hungary, and Bulgaria). The diaries, monthly records, 
and evaluation forms collected during the three month pilot have been analysed to identify 
what works, what challenges arise, and how successful mentors adapt their approach.

Below are the most frequently observed core mentoring skills, followed by a set of concrete 
tips that any mentor in an intergenerational setting can apply.

Skill Description Example from the diaries

Active listening without im-
me-diate judging

The mentor listens fully be-
fore offering any feedback 
or solution. This builds psy-
chological safety, especial-
ly when a mentee admits a 
weakness (e.g., lack of focus, 
fear of delegating).	

One mentor noted: “The 
mentee initially did not see 
any need for improvement. 
Instead of giving direct ad-
vice, I used open questions: 
What went well to-day? What 
could have been better?”

Reflective ques-tioning The mentor asks questions 
that help the mentee discov-
er their own answers rather 
than being told what to do. 
This encourages self aware-
ness and ownership.	

A mentor working with an 
overburdened mentee ex-
plained: “We practised how 
to recognise tasks that can 
be delegated and how to 
ask for help without feeling 
guilty.”

Structuring the learning pro-
cess with simple tools

Effective mentors do not rely 
on abstract advice. They co 
create small, practical tools 
(checklists, time tracking 
sheets, prioritization matri-
ces) that fit the mentee’s dai-
ly reality.	

One mentor introduced a 
laminated control list for 
event setup and the Pomo-
doro technique to reduce 
phone distractions. Another 
mentee started using a task 
diary and priority matrix (ur-
gent vs. im-portant).

Balancing support and 
au-tonomy

The mentor gradually re-
duces direct guidance as the 
mentee gains confidence. 
This is visible in the progress 
from month 1 to month 3 in 
almost all diaries.

A mentor reported: “In 
month 3, the mentee han-
dled tasks independently. 
We moved from ‘learning by 
doing with supervision’ to 
‘independent work with re-
flection.’”
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Skill Description Example from the diaries

Normalizing mistakes and 
setbacks

Mentors who openly discuss 
their own past difficulties 
help mentees see that set-
backs are learning opportu-
nities, not failures.

One mentor observed: “The 
mentee struggled with lack 
of confidence. We worked 
on accepting that imperfec-
tion is part of growth.”

Focusing on wellbeing and 
boundaries	

Several mentors actively 
helped mentees recognize 
signs of stress and set healthy 
boundaries be-tween work 
and private life. This was es-
pecially important for young-
er mentees who tended to 
overwork or for seniors who 
felt pressure to prove them-
selves.	

A mentor noted: “The ment-
ee used to take work home 
and felt guilty when delegat-
ing. We introduced an ‘end 
of day ritual’ – writing down 
three achieve-ments and 
one task for tomorrow.”

Practical guidance for future mentors

For future mentors, several practical recommendations and tips emerged from the Inte-
grAGE training model:

a)	 Start by building the relationship before trying to solve problems. The first meetings 	
	 should focus on trust, expectations, communication style and learning needs. Ask 		
	 more than you tell.
b)	 Translate broad wishes into concrete goals. “Improve communication” is too vague. 	
	 A better mentoring goal is specific, observable and connected to real work.
c)	 Use conversation as a tool for thinking, not only for advising. The most useful 
	 mentor questions are often open, calm and reflective. They help the mentee 
	 understand the situation, identify options and commit to action.
d)	 Treat motivation as something dynamic. People’s engagement changes over time. 	
	 Good mentors therefore watch for signs of stress, hesitation, overload or loss of 
	 confidence, and respond with support rather than judgment.
e)	 Review progress regularly. Mentoring gains strength when mentor and mentee 
	 pause to ask what is working, what is changing and what should happen next.
f)	 Finally, remember that closure matters. A mentoring relationship should not simply 	
	 fade away. It should end with recognition of what has been learned, what has 
	 changed and what can continue beyond the formal process.

Based on the analysis of multiple mentoring pairs from all partner countries, the following 

practical tips are extracted from the Mentoring Diaries, ready to be adopted:

Tip 1: Start with the mentee’s reality, not the mentor’s agenda.

In the first two weeks, spend at least 70% of the session time listening to how the mentee 
describes their tasks, frustrations, and small wins. One mentee initially saw their job as “just 
setting up chairs”. The mentor did not argue. Instead, they asked: “What would a perfect 
event look like from your per-spective?” That question opened a new way of thinking.

Tip 2: Replace “You should…” with “What if we tried…?”

Direct instructions often trigger resistance, especially across generations. Successful men-
tors in the pilot used collaborative language. For example, instead of saying “You must stop 
using your phone at work”, one mentor said: “Let’s try keeping your phone in your bag dur-
ing events and using a small notebook for reminders. Would you be open to that for one 
week?”

Tip 3: Co create one small tool in the first month.

A single practical tool – a checklist, a time log template, a simple decision tree – has more 
impact than ten general suggestions. One mentee’s transformation began with a shared 
spreadsheet where they logged estimated vs. actual task time. Another mentee’s turna-
round started with a laminated event day checklist. Keep the tool extremely simple (maxi-
mum one page).

Tip 4: Explicitly discuss “reverse mentoring” opportunities.

Intergenerational learning is two way. Ask the mentee: “What is one digital skill or new tool 
you could show me?” In the diaries, reverse mentoring was less frequent than expected, 
but where it happened (juniors showing seniors a collaboration platform or a shortcut), it 
significantly improved mutual respect.

Tip 5: Use the “3 wins / 1 next” reflection at the end of each week.

Before finishing the weekly session, ask: “What three things went well this week? What is the 
one thing you will do differently next week?” This simple structure was used informally by 
several mentors and reported as highly effective for maintaining momentum.

Tip 6: Address mobile phone distraction directly but without shame.

Phone overuse appeared in multiple diaries. The mentors who succeeded did not moral-
ize. They pro-posed a behavioral experiment: “For the next three days, put your phone in a 
drawer during focused work blocks. Check it only during breaks. Let’s compare how much 
you get done.” After seeing the dif-ference, mentees self corrected.
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Tip 7: Plan the “exit” from the third month.

Sustainability should be discussed from month two. Ask: “When the formal mentoring ends, 
what is the simplest habit you will keep?” Several mentees created a short guide for future 
colleagues – this turned their learning into a lasting resource. The mentor’s role is to help 
the mentee design a low effort self monitoring system (e.g., a monthly self checklist).

Tip 8: Adapt your pace to the mentee’s confidence level, not their age.

Do not assume that a senior mentee needs slower explanations or that a junior mentee can 
move fast-er. Confidence varies individually. One young mentee (a psychologist) needed 
repeated reassurance and structured public speaking exercises. Another mentee (a middle 
aged programmer) needed permission to delegate. Observe the mentee’s behavior, not 
their generational label.

4.4. Monitoring Process and Results

Monitoring and evaluation process 

The evaluation methodology was designed within the Living Learning Labs (LLL) framework, 
positioning evaluation as an integral and continuous component of the mentoring process 
rather than a final, standalone activity. The evaluation was designed as a mixed-method 
process, integrating continuous monitoring with structured feedback collection and final 
stakeholder validation. That is, throughout the implementation phase, the mentoring pro-
cess was systematically tracked to ensure alignment with defined objectives, timely identi-
fication of challenges, and adaptive adjustments where necessary what enabled a dynamic 
evaluation approach.

Data collection relied on both formal mentoring tools and direct engagement with partici-
pants. Core instruments such as the Mentoring Action Plans and Mentoring Diaries provid-
ed structured, process-oriented data on goal setting, session dynamics, progress tracking, 
and achieved outcomes. These were complemented by regular consultations with mentors 
and mentees, allowing for deeper insight into individual experiences, learning processes, 
and perceived value of the mentoring activities.

A central element of the methodology was the use of developed standardized LLL tools, 
particularly the Mentoring Diary – Monthly Record, which ensured systematic monitoring 
throughout the three-month pilot period. On a monthly basis and after each session, mentors 
documented skills covered, mentee progress (rated on a 1–5 scale), challenges encountered, 
and solutions applied, alongside mentoring methodology used, key observations, and action 
points for the following period. This tool provided longitudinal insight into the mentoring 
process, capturing both technical and behavioural development, while also enabling early 
identification of bottlenecks and continuous improvement of mentoring practices.

At the end, evaluation was formalized through the Mentor Evaluation Record and Mentee 
Evaluation Record, applying a structured competency-based framework (rated 1–4). These 
tools assessed key dimensions such as motivation and initiative, knowledge transfer, com-
munication, creativity and innovation, goal setting and time management, networking, and 
wellbeing support. The dual evaluation perspective ensured a 360-degree assessment of 
the mentoring relationship. In addition to scoring, both tools included qualitative feedback 
sections covering individual performance, the mentoring process, and the level of support 
provided by employers/HR and the IntegrAGE partnership, ensuring a balanced combina-
tion of measurable indicators and reflective insights. These documents were continuously 
reviewed by the engaged consultant that provided feedback and support to mentors and 
mentees.

A unique strength of the IntegrAGE LLL model is its structured evaluation and collective 
learning mecha-nism. This happens at two levels:

Level 1: National Group Evaluation Sessions

For each country (SRB, CRO, BiH, SLO, HU, BG), the local project partner organizes a na-
tional evaluation session near the end of the pilot phase. These sessions bring together 
all mentors and mentees from that country, the local partner (as facilitator), and optional-
ly representatives from the national working group. Mentors and mentees openly discuss 
what worked well, share practical tips, identify national adaptations, and provide structured 
feedback using a common template. These sessions are active learning events where partic-
ipants become co designers of the final LLL methodology.

What is discussed:

•	 overall satisfaction with the LLL mentoring process, using a standardized rating scale 
(1–4). This provided an initial benchmark of perceived quality and effectiveness of the pro-
gramme, while also allowing comparison across participants (explored key drivers behind 
the ratings, such as relevance of mentoring content, quality of interaction, and practical 
applicability of the knowledge gained)

•	 key positive outcomes, explicitly distinguishing between personal-level and company-lev-
el impacts. At the personal level, participants reflected on improvements in skills, confi-
dence, communication, and role performance. At the organizational level, the discussion 
focused on changes in work processes, coordination, efficiency, and overall team dynam-
ics. The dual per-spective ensured that both individual development and organizational 
value creation were cap-tured.

•	 main challenges and setbacks experienced during implementation. Participants were 
encour-aged to openly discuss operational, organizational, and interpersonal barriers, in-
cluding issues related to time constraints, workload, communication gaps, or adaptation 
to the mentoring methodology. The question aimed to generate actionable insights on 
what should be avoided or improved in future programme cycles.

•	 practical recommendations for future mentors and mentees, focusing on how to im-



26 27

prove effi-ciency and overall experience what  included advice on structuring mentoring 
sessions, commu-nication approaches, goal setting, and engagement strategies. 

•	 additional support needs, particularly in terms of institutional support from employers/
HR and technical or methodological support from the IntegrAGE partnership.

•	 sustainability and replication potential through questions related to participants’ willing-
ness to repeat the mentoring experience and continue engaging in similar initiatives what 
provided di-rect insight into perceived value and long-term viability of the LLL approach 
within organiza-tional contexts.

Level 2: Joint Evaluation Session (Transnational)

The Joint Evaluation Session is the capstone learning event of the mentoring programme, 
organized as an on-line evaluation session. Participants include representatives from all 
partners, selected mentors and mentees from each country (at least one pair per country), 
host representatives and external ex-perts involved.

A structured set of questions was used to guide discussion and ensure that all relevant 
dimensions of the mentoring programme were systematically assessed. These questions 
were designed to primarily cap-ture qualitative insights (through open discussion), ena-
bling a comprehensive understanding of partici-pant experience, programme impact and 
it’s transferability potential.

What is discussed:
•	 The process – how the LLL actually worked across different countries, common obsta-

cles, how they were solved and unexpected successes
•	 The outcomes – whether knowledge transfer happened, whether intergenerational soli-

darity improved, and what measurable changes participants observed
•	 Future improvements – a co created list of recommendations to improve the LLL model.
•	 Ways to use the LLL after the project – how companies, other small employers, business 

support organizations, and public employment services can continue using and up scal-
ing the methodology

Outcome of the Joint Evaluation Session:
•	 A final, validated LLL methodology (incorporated into this handbook)
•	 A roadmap for sustainable use (including how to organize future cross national mentor-

ing ex-changes)
•	 Stronger transnational bonds among mentors, mentees, and partners – turning a one 

time pilot into a lasting Danube region network

Overall, the methodology emphasized qualitative depth, reflective learning, and practical evidence 
of change, rather than relying solely on quantitative indicators. By integrating continuous monitor-
ing, structured competency assessment, and participatory evaluation, the LLL approach ensured a 
comprehensive and multi-layered understanding of both the mentoring process and its outcomes, 
providing a strong basis for future programme refinement, sustainability, and scalability.

Evaluation Results

The evaluation results indicate a consistently high level of effectiveness of the mentoring 
programme, both in terms of individual development and organizational impact. Key obser-
vations highlight strong motivation and proactive engagement of mentees, alongside a sol-
id development of operational understanding, analytical capacity, and practical application 
of knowledge. Notably, the transition from theoretical knowledge to hands-on implemen-
tation was successfully achieved, particularly in areas such as cost tracking, reporting, and 
operational coordination. Additionally, significant progress was recorded in leadership and 
problem-solving skills, with mentees demonstrating the ability to independently manage 
tasks, respond to operational challenges, and contribute to process improvements.

The mentoring process also contributed to improvements in communication, organization, 
and adaptability. While initial challenges were identified in cross-department communica-
tion and alignment with mentoring expectations, these were progressively addressed, re-
sulting in improved organizational capability and more effective collaboration. Enhanced 
self-confidence, networking capacity, and openness to learning were also observed as im-
portant outcomes. At the same time, certain technical challenges remained context-specif-
ic, such as field measurement constraints, indicating areas for further practical refinement.

From a competency assessment perspective, both mentor and mentee evaluation records 
show uniformly high scores, confirming a strong performance across key dimensions such 
as motivation, knowledge transfer, communication, creativity, and goal setting. This con-
sistency suggests that the mentoring methodology was effectively applied and well aligned 
with participant needs. Qualitative feedback further reinforces these findings, with mentees 
described as motivated, capable, and increasingly independent, while mentors were recog-
nized as experienced, structured, and effective in knowledge transfer.

From the mentor perspective, the evaluation results indicate a highly successful mentoring 
process with strong outcomes at both individual and organizational levels. Mentors con-
sistently rated mentees at the highest level (average score 4 across all criteria), highlighting 
strong motivation, rapid learning capacity, and the ability to apply knowledge in practical 
work situations. Mentees were perceived as increasingly independent, proactive, and capa-
ble of contributing to operational improvements, with several cases indicating readiness for 
greater responsibility or long-term engagement within the company.

From the mentee perspective, the mentoring programme was evaluated as highly effective, 
practical, and exceeding expectations. Mentees rated all key aspects of the mentoring re-
lationship (motivation, knowledge transfer methodology, communication, goal setting, and 
networking) at the highest level, confirming a high level of satisfaction and perceived value.
Mentees highlighted the quality of mentors as a critical success factor, describing them 
as experienced, approachable, precise, and highly effective in transferring knowledge. The 
mentoring approach was par-ticularly valued for its practical orientation, enabling active 
participation and faster acquisition of skills compared to purely theoretical learning. This 
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hands-on approach facilitated better integration into daily work processes and contributed 
to improved performance and confidence.
The group evaluation sessions in all countries confirmed a very high level of satisfaction 
with the LLL mentoring process. It can be concluded that there is a strong consensus that 
the mentoring approach was both relevant and effectively implemented, delivering tangible 
value for participants and organizations.

At the personal level, participants emphasized improvements in work organization, focus, 
and planning capabilities. The mentoring process enabled mentees to better structure their 
tasks, prioritize activities, and approach responsibilities in a more systematic and analyti-
cal manner. These changes were not only perceived as immediate improvements but also 
as transferable skills applicable across different roles and future career development. Es-
pecially they stated the importance of being able to state their needs and evaluate their 
characteristics with their mentors, and together to work on their weaknesses during the 
mentoring process. 

At the company level, the most significant outcome identified was the introduction of a 
structured and methodologically grounded mentoring process. Participants noted that pri-
or to this programme, learning was primarily based on informal or less formal, task-ori-
ented on job training without a clear developmental framework in all aspects and skills 
matrix required for certain job. The LLL approach, as stated by participants, introduced a 
more comprehensive model that combined technical skill development with structured re-
flection, including tools such as mentee assessment) and systematic tracking of progress. 
Additionally, the integration of soft skills—particularly communication and feedback were 
recognized as a key added value that had not been previously addressed in such a struc-
tured way.

A particularly important qualitative outcome relates to organizational culture and commu-
nication. Participants highlighted that the mentoring process fostered a shift from a tradi-
tional, one-directional model (mentor assigning tasks) to a more interactive and participa-
tory approach. For the first time, as stated by some participants, there was an emphasis 
on mutual listening, dialogue, and understanding, which contributed to improved relation-
ships, stronger engagement, and a more collaborative working environment.

In terms of challenges and areas for improvement, participants did not report any major 
setbacks that negatively affected implementation. However, a consistent recommendation 
was the need for more clearly defined timelines and step-by-step guidance for the mentor-
ing process. This suggests that while the methodology itself is robust, its operationalization 
could be further enhanced through clearer sequencing of activities and more explicit imple-
mentation roadmaps.
Regarding recommendations for future participants, the feedback strongly emphasized 
behavioural factors as key success drivers. Openness to learning, active communication, 
willingness to ask questions, and adherence to the structured mentoring process were 
identified as critical elements for achieving optimal results what reinforces the importance 

of participant engagement and mindset in maximizing the effectiveness of the mentoring 
model.

In relation to support mechanisms, the majority of participants indicated that the existing 
level of support—from both employers and the IntegrAGE partnership—was fully adequate. 
However, a minor suggestion was made to introduce opportunities for experience exchange 
with other companies implementing similar mentoring approaches. Such peer-learning 
mechanisms could further enhance understanding, provide benchmarking opportunities, 
and support continuous improvement of the model.

The evaluation results indicate a strong foundation for sustainability of the mentoring ap-
proach within participating employers. All participants expressed clear willingness to con-
tinue with mentoring activities and to repeat the experience, demonstrating both perceived 
value and internal acceptance of the LLL model. Importantly, sustainability is not viewed 
only as continuation of activities, but as institutionalization of mentoring practices—with 
participants explicitly recommending the integration of mentoring into internal company 
procedures, supported by formal rulebooks, defined roles, and structured processes.

The LLL methodology is recognized as operationally applicable and adaptable to existing 
organizational systems, particularly due to its structured tools (e.g. MAP, GROW, evaluation 
forms) and its balance between technical and soft skill development. The shift from infor-
mal, task-based training to a struc-tured, reflective mentoring model represents a key sys-
temic change that can be embedded into HR de-velopment and capacity-building practices.

Furthermore, participants expressed interest in sharing experiences with other compa-
nies and replicat-ing the model indicates strong scalability potential. With minor improve-
ments—such as clearer imple-mentation timelines and visual process roadmaps—the ap-
proach can be standardized and transferred across sectors or in other companies. Overall, 
the programme demonstrates high sustainability poten-tial, both at the organizational lev-
el (through internal adoption) and at a broader level (through replica-tion and knowledge 
transfer).

All participants expressed clear willingness to repeat the mentoring experience and contin-
ue applying it within their organizations. Moreover, there was a strong recommendation to 
institutionalize mentoring as a formal internal process, as stated above, by both companies 
supported by defined procedures or rulebooks. Participants explicitly recognized the LLL 
mentoring model as transferable and scalable, with potential for application in other com-
panies and sectors.

Finally, in terms of additional recommendations, participants suggested the development 
of clearer visual tools—such as step-by-step roadmaps or process timelines—to further 
support implementation. Overall, the feedback reflects a high level of satisfaction, strong 
perceived value, and a clear readiness for continued use and broader replication of the 
mentoring approach.
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The IntegrAGE Living Learning Labs were designed not only to test intergenerational men-
toring but also to capture and transfer the knowledge gained during the pilot. This chapter 
summarizes what the project partners, mentors, and mentees learned during implemen-
tation. It also provides guidance on how to make mentoring practices durable beyond the 
project lifecycle and transferable to other organizations and contexts.

5.1. Main Lessons Learned

The following lessons are derived directly from the implementation of LLLs in six countries, 
the analysis of mentoring diaries, and the feedback collected from mentors, mentees, host 
employers, external experts but also project partners.

Lesson 1: Start with a simple, clear structure, but allow local adaptation

The step by step methodology (see Chapter 3.3) provided useful common framework. How-
ever, each company and each national context required adjustments. For example, some 
host employers preferred shorter, more frequent mentoring sessions, while others needed 
longer monthly meetings. The key is to keep the core elements (e.g., mentoring diaries, 
weekly reflection, co creation of tools) but let the format fit the organisation’s routine.

Lesson 2: The first month determines the momentum

Analysis of the three month pilot showed that pairs who established a regular meeting 
rhythm and co created one small tool (e.g., a checklist, a priority matrix) within the first four 
weeks were significantly more likely to report positive outcomes. If the first month is unfo-
cused or irregular, it is difficult to recover. Therefore, facilitators should monitor the first 
month closely.

Lesson 3. Support formal institutionalization within companies

The project should actively promote the integration of mentoring into company systems as 
a formal procedure what can include providing guidance on how to embed mentoring into 
HR policies, internal rulebooks, and staff development frameworks. Supporting companies 
in this transition will significantly increase sustainability beyond the project lifecycle.
Lesson 4: Promote the dual focus on technical and soft skills development

The evaluation clearly shows that one of the key added values of the programme is the 
integration of soft skills (communication, leadership, collaboration) with technical compe-
tencies. IntegrAGE should explicitly position this as a core feature of the methodology and 
ensure it is consistently applied across all implementations.

Lesson 5: Ensure continued expert and methodological support

The role of external support (e.g. consultants, project partners) proved to be important for 
successful implementation. Set up the mechanisms for continued advisory support—either 
through follow-up phases, mentoring of mentors, or development of internal champions 
within companies.

Lesson 6: Online diaries are effective for monitoring and peer learning.

The Bulgarian pilot introduced online diaries for all four LLLs. This allowed mentors to read 
each other’s entries, share solutions, and feel less isolated. It also enabled the lab coordina-
tor to provide real time support. For virtual or mixed LLLs, a shared simple digital log (e.g., 
a Google Sheet or a dedicated chat channel) is recommended.

Lesson 7: Reverse mentoring happens less automatically than expected – but it can be 
prompted.

In many pairs, junior employees did not spontaneously offer to share digital skills or new 
tools unless the mentor explicitly asked. The simple question “What is one digital skill you 
could show me?” was enough to start reverse mentoring. Without this prompt, intergen-
erational exchange often remained one sided (senior to junior). The future programmes 
should include this as a standard question in the second or third session.

Lesson 8: Increase visibility and policy-level positioning of the LLL model

Given its demonstrated impact, the LLL mentoring approach should be promoted as a good 
practice model within broader policy and institutional frameworks (e.g. lifelong learning, 
workforce development, active ageing). This would strengthen the strategic relevance of the 
project and support wider adoption.

Lesson 9: Continuously refine the methodology based on feedback loops

The project should maintain an iterative approach, using evaluation findings to continuous-
ly improve tools, processes, and support mechanisms.

Overall, the recommendations suggest that the IntegrAGE project has successfully validated 
a robust mentoring model, and the next phase should focus additionaly on standardization, 
institutionalization, and scaling, ensuring long-term impact beyond the project implemen-
tation.

5.2. Durability and Transferability

Durability refers to how long the benefits of the mentoring programme continue after the 
formal pilot ends. Transferability refers to how easily the LLL methodology and mentoring 

5. Knowledge transfer  
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practices can be adopted by other organizations, sectors, or regions.

Factors that support durability

Based on the IntegrAGE pilot, the following factors increase the likelihood that mentoring 
practices will continue beyond the project:

Integration into existing HR processes – When mentoring is linked to onboarding, perfor-
mance reviews, or career development plans, it becomes part of routine work rather than 
an extra activity.

Low effort documentation - Mentoring diaries that take no more than 5–10 minutes per 
week are more likely to be maintained. A simple template with three fields (What worked? 
What was difficult? What is next?) is sufficient.

Peer support among mentors - Mentors who have a channel to exchange experiences (e.g., 
a monthly online check in or a shared chat group) continue longer and report less burnout.
Visible organizational support - When line managers or HR publicly acknowledge mentoring 
(e.g., through internal newsletters or a brief mention in team meetings), both mentors and 
mentees value the activity more and continue voluntarily.

Simple self monitoring tools for mentees - Mentees who keep a personal checklist or a one 
page action plan after the formal mentoring ends are more likely to retain new habits.

Factors that support transferability

The IntegrAGE LLL model was successfully tested in six countries with different economic, 
cultural, and organizational contexts. The following elements made transferability possible:

Modular methodology – The eight step process (Chapter 3.3) can be used in full for large 
organizations or in a shortened version (steps 2, 4, 6, 7) for smaller companies or shorter 
pilots.

Tool based approach – Practical tools (checklists, priority matrices, reflection templates) 
are easier to transfer than abstract concepts. The handbook provides templates that re-
quire minimal adaptation.

Low tech optionality – The model works with basic tools: email, shared documents, mes-
saging apps. No expensive software is required. This makes it transferable to low resource 
settings, including rural areas and small businesses.

Quadruple helix as a flexible principle – Not every context requires all four helices equally. 
A small company can implement mentoring with only industry and academia support. The 
quadruple helix becomes a menu of potential partners, not a rigid requirement.

Cross country peer learning – The transnational Task Work Group (TWG) and cross country 
mentor exchanges proved valuable for adapting the model to new national contexts. New 
adopters are encouraged to establish similar peer learning structures.

The evaluation of the mentoring programme implemented within the IntegrAGE project 
confirms that the Living Learning Lab (LLL) approach represents a highly effective, prac-
tical, and adaptable model for workplace-based learning and capacity development. The 
pilot organisations involved in the IntegrAGE Living Learning Labs demonstrated that inter-
generational mentoring can be a practical and effective tool for knowledge transfer, active 
ageing and organisational learning. The structured yet flexible methodology enabled men-
tees to transition from theoretical knowledge to practical application, while simultaneously 
strengthening soft skills such as communication, leadership, and problem-solving—areas 
that were previously underdeveloped in traditional training approaches.

A key strength of the programme lies in its ability to adapt to different organizational con-
texts, job roles, and industry specifics, while maintaining a coherent methodological frame-
work. The diversity of technical skills covered reflects the specific operational needs of each 
company, whereas the development of core soft skills emerged as a common and transfer-
able outcome across both environments. The balance between context-specific and univer-
sal competencies significantly increases the relevance and applicability of the LLL model.

Importantly, the programme also contributed to a shift in organizational culture, particular-
ly in terms of communication and collaboration. Participants highlighted a transition from 
traditional, task-oriented training towards a more interactive, reflective, and dialogue-based 
approach. This change not only improved interpersonal dynamics but also supported more 
effective knowledge transfer and team coordination.

From a sustainability perspective, the results are particularly encouraging. There is a strong 
consensus among participants that mentoring should be formalized as an internal organ-
izational procedure, similar to ISO-based processes indicating a clear pathway for institu-
tionalization, where mentoring becomes an integrated part of HR development systems 
rather than a one-time project activity. Additionally, the expressed willingness to continue 
mentoring and replicate the model in other companies demonstrates strong potential for 
scaling and broader impact.

The IntegrAGE project has therefore successfully validated the LLL mentoring approach as 
a robust and transferable model. While only minor improvements are needed—primarily 
related to clearer implementation timelines and enhanced operational guidance—the core 
methodology has proven to be sound, effective, and ready for wider application. The next 

6. Conclusion
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phase should focus on standardization, institutional embedding, and cross-organizational 
knowledge exchange, ensuring that the benefits achieved through this pilot are sustained 
and expanded.

In conclusion, the mentoring programme has achieved its intended objectives and created a 
solid foundation for long-term impact. It has demonstrated that structured, well-supported 
mentoring can serve as a powerful tool for workforce development, organizational improve-
ment, and lifelong learning, aligning closely with the strategic goals of the IntegrAGE project.

Resource 1: Selection process – practice and experience by pilot countries
(Bosnia and Herzegovina, Bulgaria, Croatia, Hungary, Slovenia and Serbia)

Partner:	 Development Association NERDA
Country: 	 Bosnia and Herzegovina 

COMMUNICATION CHANNELS USED:

The selection process in B&H started with the organization of meetings with key stakehold-
ers, as well as IntegrAge events such as business brunches. These events served as the pri-
mary platform to present the LLL programme and engage interested companies.
Following the initial outreach, information about the programme was further disseminated 
through:
•	 Direct contacts with companies
•	 Distribution of the promotional leaflets
•	 Follow-up communication with companies that expressed interest in participation

As a result, two companies — Solana d.d. Tuzla and Herceg d.o.o. Srebrenik — showed the 
strongest interest. Both companies demonstrated willingness not only to share their inter-
nal practices but also to actively participate in the educational and mentoring components 
of the programme.

After the draft outline of the LLL programme was developed, these companies formally con-
firmed their participation and identified a total of six mentor–mentee pairs.

SELECTING HOST EMPLOYERS:

Both interested companies were selected as host employers based on:
•	 Their strong motivation and commitment to participate in the programme
•	 Their readiness to share knowledge and internal practices
•	 Their organizational needs and capacity for improving knowledge and skills transfer pro-

cesses

Additionally, both companies demonstrated openness to integrating broader age manage-
ment practices, including:
•	 Participation in the recognition of experience process (completion of Fact Sheets)
•	 Contribution to the promotion of positive practices (one company participated in the 

IntegrAge promotional video)

Case Studies and Practical Resources
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Their engagement confirmed their suitability as pilot environments for implementing the 
LLL programme.

MAIN CHALLENGES & SOLUTIONS:

One of the main challenges during implementation was the high workload and limited avail-
ability of staff, as both selected companies are large export-oriented businesses. This made 
it difficult to allocate sufficient time for mentoring and learning activities.

Another challenge was ensuring high-quality monitoring, follow-up and evaluation of the 
mentoring process. To address these challenges, the following solutions were implemented:

•	 Engagement of an external expert to provide continuous support, monitoring and guid-
ance to participating companies

•	 Development of a clear and structured schedule for mentoring sessions
•	 Provision of precise guidelines and expectations to ensure efficient use of time and clar-

ity in im-plementation

These measures helped maintain the quality and consistency of the LLL process despite 
operational constraints.

Partner: 	 Bulgarian Chamber of Commerce and Industry (BCCI), 
Country: 	 Bulgaria

COMMUNICATION CHANNELS USED:  

BCCI  used a mix of own dissemination channels   to communicate SMEs for the piloting 
scheme as: direct online contact with different business communities,  daily online bulletin 
Infobusiness, website www.bcci.bg and the social media. The Chamber worked out a short 
application for companies, willing to participate in the LLL programme, focussed on strong 
motivation, open to share  their experience and ensure the gained knowledge on replica-
tion of the IntegrAGE leaving labs. 

SELECTING OF HOST EMPLOYERS:

One of the employers selected for hosting the LLL programme  was  the Association of wom-
en entrepreneurs “Vselena”.  BCCI implemented with them a pitching session for “starts up” 
in the frame of SEEWBAN project (South-East woman business angel network), focussed on 
strengthening the “angel network” in BG. We trust “Vselena” because they are very active, 
well organised managing structure, open to innovative business approaches and actions, 
have qualified staff and provide a customised package of services to their members. The 
Chamber was sure that the new gained experience of “knowledge transfer” through men-
toring and coaching would  help them to replicate the piloting programme of the  IntegrAge 
LLL for their member companies  and ensure its sustainability. Two of our piloting labs were 

organized with them for transfer of knowledge and skills – the first inside the Association 
between experienced elder workers and young employees, and the second transfer - from 
qualified association mentor to a new born company/member/ in the sphere of strength-
ening the communication knowledge and skills (incl. new technologies and IT models) for 
enlargement of the company activity.

Another 2 applications, which were qualified for the LLL programme, were made by small 
companies “Almarex” EOOD and Smarta Group “EOOD”,  providing specific consultancy ser-
vices in management of national operational programmes and regional investment funds. 
The decision for their participation in the piloting programme was  justified  by the necessity 
that the “smaller ones” have a greater need for help and support, since they have limited 
human resources.  

CHALLENGES:

A challenge emerged at the beginning of the process, when mentors tended to provide 
more general and theoretical explanations of tasks, while mentees expected a more prac-
tical, case-based and directly applicable learning approach. This mismatch created initial 
difficulties in engagement and efficiency, as trainees preferred to focus immediately on 
concrete examples and hands-on guidance. 

Another challenge was the need to ensure continuous communication, coordination, and 
progress monitoring across four parallel Living Learning Labs over a three-month period. 
Both of challenges were addressed through adaptive and practice-oriented solutions. 

SOLUTIONS:

As the mentoring process evolved, mentors adjusted their approach by incorporating more 
real-life examples, alternative scenarios, and practical problem-solving situations, which 
significantly improved the relevance and effectiveness of the learning experience and trans-
formed the labs into more authentic work-based environments. It created trust and confi-
dence between the mentors and mentees and the mentoring process was completed suc-
cessfully.

In parallel, an online diary system was introduced for all four labs, enabling structured docu-
mentation of progress, regular exchange of experience between mentors, and real-time mon-
itoring and support from the coordination team. This tool also facilitated knowledge sharing 
among the labs. Later, a link was created for the members of the  National Support & Assess-
ment Committee which  allowed them to follow and support the process more effectively. 

Overall, the Bulgarian experience demonstrated that flexibility in mentoring approaches and 
the use of digital coordination tools are key factors for ensuring consistency, engagement, 
and successful intergenerational knowledge transfer in complex, multi-actor pilot environ-
ments.
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PARTNER:	 Association Slap 
Country:	 Croatia 

COMMUNICATION CHANNELS USED: 

LLL as a project activity was promoted in early phase of meeting key stakeholders:
•	 Announcement of the activity (LLL – internal mentoring programme for employers)
•	 Presenting IntegrAGE LLL for the target group at the Stakeholder Business Brunch and 

also at the Training for Trainers

As a result, we had two interested companies: public utility company of the Osijek city – Un-
ikom and Regional Development Agency of Slavonia and Baranja. Both public companies 
have prior experience working with Slap and partnering on other projects. We had one-on-
one meeting with them (HR Manager of Unikom and Director of RDA). 
We deliberately approached companies we know as this is an experiment and we needed 
organizations flexible enough, having open communication and being willing to host a lab 
in their already full schedules.       Therefore, communications tools were limited to reach 
smaller number of target employers. 

SELECTING HOST EMPLOYERS:   

As Unikom planned to involve 5 mentor/mentee pairs and RDA only three, we decided to go 
with UNIKOM first. Only week before the first training, we got a call from UNIKOM HR man-
ager, saying that it’s a bigger challenge for them than expected for the following reasoning:

•	 Time consuming while selected persons (55+) already have many different tasks and 
their moti-vation before retirement is rather low

•	 Company doesn’t have many tools and resources to motivate/reward them to participate
•	 It may be done if we would have more planning time to create a mentoring programme 

a year in advance so company can incorporate it in their HR development programme
•	 Therefore, we turned to our next candidate: Regional Development Agency to hear a 

very similar story:
•	 Director has difficulties in motivating senior employees to be the part of the mentoring 

pro-gramme as they already have too many tasks, responsibilities and deadlines con-
cerning EU pro-grammes

•	 Director is very much interested and he sees the development opportunity and know-
how transfer but would have to deal with low motivation of his senior employees unless 
being able to offer them full motivational packages

 
Together with the management of both public companies we concluded that it needs to 
be incorporated in the policy documents and prepared thoroughly with very key ingredi-
ent – motivation tools (bonuses, free days, recognition, rewards) for mentors and possible 
opportunities for mentors to transfer their knowledge and experience to other companies 
as extra paid job after retirement.

As a final and practical solution, we turned to civil sector. 

As Slap has years of cooperation and partnership with several organizations in the civil sec-
tor, we decided to approach two of them:

1.	 P.G.D.I. – community development NGO active for 25 years, also running social 
	 entrepreneurship and social services to young adults without parental care and 
	 older 	citizens - having two senior managers dedicated to human resources 
	 development,  but not having structured men-toring system.

2.	 Association Zvono (Bell) - dedicated to providing care for children and youth 	 	
	 with mental disabil-ities, running several social services and being well established 	
	 in their local community – having three senior persons willing to transfer knowledge 	
	 to younger colleagues through structured mentoring programme.

MAIN CHALLENGES AND SOLUTIONS:  

1. More planning time with HR and company management

We needed more time and probably motivation sessions primarily with management and 
then with potential mentors and their mentees to give them time to become aware of all the 
benefits they can have on company, personal and professional levels.

2. Introducing tangible motivation tools

Public and private companies need to work on motivation for their employees to do ex-
tra work and to see benefits from participating in the mentoring programme. On the oth-
er hand, social economy and civil sector organizations already have organisational culture 
suitable for volunteering and contributing to common good and sustainability (joint owner-
ship and dedication).   

3. Providing more support to employers and mentors

Time management   - due to multiple tasks and being understaffed - we needed to be in 
more often communication with both employers and also supporting mentors, giving them 
advice on very practical issues (time management, clearing up expectations from the Inte-
grAGE LLL  - simplifying administrative tasks) and providing feedback that they are doing 
fine and making them proud to contribute and co-create a replicable mentoring model.

Partner: Pannon Novum Nonprofit Ltd.
Country: Hungary 

COMMUNICATION CHANNELS USED: 
The piloting process was supported through a combination of direct communication and 
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professional network-based outreach. The subcontracted expert organization, HumánPro-
fess Kft., played a key role in identifying potential host companies by recommending several 
organizations suitable for implementing the mentoring programme.

The Pannon Novum Nonprofit Ltd. aimed to select one company where the mentoring pro-
cess could be implemented in a real work environment with strong commitment from both 
management and employees. Therefore, communication primarily focused on targeted, 
trust-based interactions, including personal consultations, professional discussions, and di-
rect engagement with company representatives. 

Special attention was given to selecting an organization that had experienced senior em-
ployees (aged 55+) willing to act as mentors, younger employees open to learning, and a 
management team committed to knowledge transfer and development. Based on these cri-
teria and continuous communication, the final choice was Mea-Gold Ltd., which proved to 
be highly suitable for piloting the mentoring programme due to its inclusive organizational 
culture and openness to innovation.

SELECTING HOST EMPLOYERS:  

The selection of the host employer was a carefully designed process aimed at ensuring 
the successful implementation of the mentoring programme in a real and supportive work 
environment. Based on preliminary recommendations provided by HumánProfess Kft., sev-
eral potential companies were identified that could meet the core requirements of the pro-
gramme. The Pannon Novum Nonprofit Ltd. defined clear selection criteria, including the 
availability of experienced senior employees (55+) willing to take on mentoring roles, the 
presence of younger employees open to learning, and a management team committed to 
supporting intergenerational knowledge transfer.

Following consultations and evaluation of the proposed organizations, Mea-Gold Ltd. was 
selected as the host employer. The company has more than 20 years of experience as an ac-
credited employer and operates within a structured rehabilitation environment, employing 
a significant number of employees with reduced work capacity. Its guiding principle, “Every-
one is differently the same,” reflects a strong commitment to inclusion, equal opportunities, 
and human dignity.

Mea-Gold Ltd. provides a diverse range of job roles, allowing employees to work in posi-
tions that best match their individual abilities and health conditions. The company applies a 
well-developed competency and skills matrix system and ensures continuous internal and 
external training opportunities. In addition, rehabilitation mentors and advisors support 
employees’ development and integration. This structured yet flexible approach, combined 
with a strong organizational culture focused on adaptation and personal development, 
made the company an ideal setting for piloting the mentoring programme and facilitating 
effective knowledge transfer between generations.
MAIN CHALLENGES AND SOLUTIONS:  

During the implementation of the mentoring programme, several key challenges were iden-
tified, mainly related to generational differences, communication styles, and the adapta-
tion of traditional workplace practices. One of the main difficulties was the gap between 
rule-based, authority-driven approaches and the expectations of younger employees, who 
preferred more partnership-based, flexible, and feedback-oriented interactions. This often 
led to misunderstandings, especially when expectations were not clearly defined or were 
communicated in abstract terms.

Another challenge was the strong need of younger participants for continuous and imme-
diate feedback. In cases where feedback was delayed or not specific enough, it reduced 
clarity and sometimes affected motivation. Additionally, differences in communication pat-
terns—such as the preference for direct, emotionally aware communication versus formal, 
rule-based explanations—created further barriers in the mentoring relationship.

To address these challenges, several effective solutions and good practices were intro-
duced. Mentors began applying SMART goals to ensure that expectations were specific, 
measurable, and easy to understand. The use of regular and immediate feedback, com-
bined with positive reinforcement, helped maintain motivation and supported continuous 
development. Emphasis was also placed on empathetic, situation-based communication, 
which improved mutual understanding and trust between mentors and mentees.

Furthermore, reflective discussions were incorporated into the process to allow participants 
to jointly evaluate experiences and learn from them. Building trust and involving mentees in 
goal-setting also proved to be essential in strengthening engagement. Overall, the mentor-
ing process highlighted the importance of adapting methods to changing workplace reali-
ties and demonstrated that flexibility, clear communication, and a supportive approach are 
key to successful intergenerational collaboration.

Partner: Jasa Association and BSC Kranj
Country: Slovenia

COMMUNICATION CHANNELS USED: 

Communication and recruitment had already begun earlier in the course of the IntegrAGE 
project, during the search for participants for the Peer Learning Groups. At that stage, we 
also reached out to the Employment Service of Slovenia, all Slovenian trade unions, the Slo-
venian HR Association, and a large number of companies, especially in the Kranj and Goren-
jska region, as the lead partner BSC Kranj is based there and also provides training facilities.
It was during this phase that we first connected with Ms Mirjana Zgaga, Assistant Director of 
the Maribor Unit of the Employment Service of Slovenia. She also expressed interest in re-
verse mentoring programme. In the initial concept, the idea was to pilot reverse mentoring 
within the Employment Service as a way of supporting the onboarding of newly recruited 
unemployed candidates with little or no prior work experience.
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The Employment Service intended to offer this model to companies seeking young em-
ployees, as a form of training programme that could potentially be funded through public 
resources for education, training, or labour market reskilling measures. In this way, some 
companies might receive support for mentoring activities while also gaining the opportunity 
to get to know new candidates in a particularly direct, practical, and experience-based way. 
At the same time, existing employees aged 55+ would also benefit, as they would strength-
en their mentoring, communication, and intergenerational understanding skills.

Unfortunately, this pilot could not be implemented with the Employment Service of Slove-
nia, as it would have represented too large a bureaucratic step for the institution. Such an 
approach would have required support at multiple levels, including incorporation into the 
annual work plan, which was not feasible within such a short timeframe.

For this reason, the idea was later transferred to the Soroptimist Club Maribor, of which Ms 
Mirjana Zgaga is also a member. At that time, the club was implementing, together with the 
Soroptimist Centre Zagreb, a special programme called the R.I.S.E. Leadership Academy for 
young women from across Europe. As part of this initiative, five Soroptimist members aged 
55+ each took on one young woman, most of whom were still seeking their first employ-
ment opportunity, for a three-month mentoring process.

During this mentoring period, they supported the young participants in strengthening their 
personal and employability competences, guided them in their career development, and 
assisted them in job searching or in rethinking their career pathways and employment op-
tions within their chosen field. At the same time, the mentors themselves also developed 
further, especially in gaining a better understanding of the needs, expectations, and char-
acteristics of Generation Z.

SELECTING HOST EMPLOYERS:   

Cooperation with the Soroptimist Club Maribor, whose members include Mirjana Žgaga 
and Smiljana Černezel, both employed at the Employment Service Maribor, emerged in a 
very positive and spontaneous way. At that very time, they were already implementing the 
Leadership Academy for Young Women of Europe.
Through the IntegrAGE Living Labs Reverse Mentoring programme, these efforts were suc-
cessfully brought together. The Soroptimists received a structured framework, the neces-
sary knowledge and training, as well as forms and questionnaires that enabled them to 
carry out a three-month reverse mentoring process with young women.
The five Soroptimist mentors aged 55+ all have a strong social dimension in their profes-
sional and voluntary work. They are active as professors, NGO leaders, and, in two cases, 
as employment counsellors/mentors at the Employment Service. This made them particu-
larly well suited to support young women in their personal and professional development 
through mentoring.

MAIN CHALLENGES AND SOLUTIONS:  

1. Scheduling and attendance

One of the main challenges was the coordination of meeting times. Fixed calendar-based 
appointments were not always practical, and this sometimes increased the risk of absences 
or reduced the time available for meaningful conversation.
Suggested solution: meetings should be scheduled more flexibly and in closer coordination 
with both participants, ensuring that each session takes place at a time when both sides can 
fully engage.

2. Insufficient time for the initial phase

The initial getting-to-know-each-other phase was very important, but in practice it would 
have benefited from more time. A stronger beginning would have helped participants de-
fine goals, expectations, needs, and roles more precisely.
Suggested solution: allow more time for the introductory meeting and use this stage to 
clearly define the purpose, tasks, and desired outcomes of the mentoring relationship.

3. Need for better process structure

The mentoring process would have been more effective with stronger structure from the 
beginning.
Suggested solution: prepare mentoring diaries, assessment forms, and evaluation tem-
plates in advance, so that both mentors and mentees can follow progress more consistently 
and reflect on their development throughout the process.

4. Building openness and equality

Mutual mentoring works best when both participants feel safe, respected, and as equal as 
possible. This requires trust, openness, and a willingness to talk not only about work, but 
also about broader life circumstances that influence motivation and professional choices.
Suggested solution: place greater emphasis on trust-building, equal participation, and open 
dialogue from the start of the process.

5. Need for mentor support

Mentors also need guidance during the process, especially when challenges or uncertain-
ties arise.

Suggested solution: provide supervision or regular support sessions for mentors, giving 
them a space for reflection, exchange, and professional guidance.

6. Training format and peer exchange

Online introductory training was useful, but it limited interaction among mentors.
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mal, scheduled sessions (30 minutes to 1 hour, three times a week). The methodology was 
explicitly conversational and reflective, with the mentee encouraged to speak first, followed 
by the mentor’s observations and joint conclusions. This formalized structure was essential 
for addressing specific challenges like building confidence and improving focus.

SELECTING HOST EMPLOYERS: 

Pilot 1. CCIS

Unlike other countries that worked with external companies, our pilot (CCIS) was conducted 
within one institution – the Chamber itself – which acted as both the coordinator and the 
host organization.

Two mentoring pairs were formed within the Department for Education. Mentors were ex-
perienced senior advisors (55+) with extensive institutional knowledge, while mentees were 
young employees at the beginning of their professional careers.

The matching process was based not only on technical tasks but also on compatibility in 
terms of working style and openness to collaboration. The goal was to ensure that knowl-
edge transfer would not remain theoretical, but would happen through real, everyday work 
situations – organizing trainings, communicating with participants, handling administrative 
procedures, and managing client expectations. This internal setup allowed for a very practi-
cal and hands-on mentoring experience, fully embedded in real working processes.
Pilot 2. Educational Training Centre

This pilot was conducted within an Educational Centre. The pairs consisted of a mentor and 
mentee who worked as psychologists and advisors within the same organization, and one 
pair of IT developers in an insurance company. The selection was based on the mentee’s 
identified need for professional development in areas such as professional communication, 
workplace ethics, and self-confidence, despite having strong theoretical knowledge. The 
mentors were an experienced colleagues who could provide both professional guidance 
and support in navigating the organizational culture.

MAIN CHALLENGES AND SOLUTIONS:  

Pilot1. CCIS

 One of the most noticeable aspects of the mentoring process was the generational differ-
ence in approach to work. Mentors tended to approach tasks in a structured, “school-like” 
manner – explaining processes step by step, emphasizing rules, procedures, and accuracy. 
For them, documentation and clear instructions were a natural part of knowledge transfer.
Mentees, on the other hand, were more digitally oriented and less inclined towards formal 
procedures. They preferred to learn by doing, through quick iterations, and often looked 
for faster and more flexible ways to complete tasks. At times, detailed explanations felt too 

Suggested solution: organise live, in-person introductory trainings whenever possible, so 
participants can connect more actively, learn from one another, and continue exchanging 
experiences afterwards.

7. Transfer of good practices

Participants would benefit from more exposure to concrete examples and tested models.
Suggested solution: include examples of good practice and create opportunities for trans-
ferring successful approaches into other organisations or mentoring contexts.

8. More balanced documentation

The monthly mentoring diary focused mainly on the mentee perspective.
Suggested solution: expand the diary so that mentors can also record their own needs, 
goals, observations, and progress, making the process more balanced and reflective for 
both sides.

Partners:	 Country Chamber of Commerce and Industry of Serbia (CCIS) 
		  Educational Training Centre for professional and working skills 
Country: 	 Serbia

COMMUNICATION CHANNELS USED: 

Piloting 1. CCIS

 The mentoring pilot in Serbia - CCIS was implemented in a slightly different way compared 
to other partners, as it took place within the internal environment of the Chamber of Com-
merce and Industry of Serbia. This allowed us to rely less on formal outreach campaigns 
and more on direct, everyday communication.

The selection of participants was based primarily on internal knowledge of employees, their 
roles, and their readiness to engage in a mentoring process. Communication was informal 
and immediate – through daily interactions, internal meetings, and direct conversations.
An interesting dynamic emerged from the very beginning: while mentors were more ac-
customed to structured communication (emails, formal instructions, step-by-step expla-
nations), mentees naturally leaned towards faster and more flexible channels, preferring 
short messages, quick clarifications, and learning through practice rather than documen-
tation. This combination of communication styles turned out to be both a challenge and a 
strength of the process.

Piloting 2. Pilot 2: Educational Training Centre

The second pilot took place in an Educational Centre, where the mentoring relationship was 
between three mentor – mentee pairs. Here, communication was structured around for-
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slow or unnecessary to them. This difference occasionally created a gap in expectations – 
mentors expected patience and attention to detail, while mentees expected efficiency and 
adaptability. However, this gap gradually turned into a learning opportunity for both sides.
Mentors adapted by simplifying explanations, providing more practical examples, and al-
lowing mentees more autonomy in task execution. Mentees, in turn, developed a better 
understanding of why certain procedures exist, especially in contexts involving official pro-
cesses, communication with external stakeholders, and public responsibilities.

Another challenge was communication style. Mentors were more comfortable with formal 
communication, while mentees preferred more direct and informal exchanges. Over time, 
both sides adjusted – finding a balance between clarity and efficiency. The mentoring pro-
cess showed that successful knowledge transfer is not only about expertise, but also about 
adapting communication, expectations, and working styles.

In the end, the cooperation between mentors and mentees was very positive. Despite ini-
tial differences, both sides reported improved understanding, stronger collaboration, and 
increased confidence. Mentees became more independent in performing tasks, while men-
tors gained new insights into how younger generations think, learn, and work. This mutual 
learning aspect turned out to be one of the most valuable outcomes of the pilot.

Pilot 2: Educational Training Centre

Throughout the three-month mentoring pilot at the Educational Centre, the relationship 
between mentor and mentee revealed several interconnected challenges, each addressed 
through patient, practical, and reflective solutions.

At the outset, the most visible challenge was punctuality. The mentee occasionally arrived a 
few minutes late, which the mentor framed not as a minor oversight but as a matter of pro-
fessional respect and commitment. Through direct, open conversation and clear expecta-
tions, the mentee became consistently punctual from the second month onward—a change 
that laid the groundwork for greater accountability.

A deeper, more persistent challenge was the mentee’s lack of self-confidence, particularly in 
communication and public speaking. Although she possessed strong theoretical knowledge 
in her field, she hesitated when presenting ideas, often second-guessing herself and dou-
ble-checking her work unnecessarily, which consumed valuable time. The mentor respond-
ed with practical exercises: the mentee practiced presenting in front of a mirror, then grad-
ually took on small presentations during team meetings. The mentor provided a supportive 
space for these rehearsals, offering constructive feedback and celebrating small successes. 
Over the three months, the mentee’s confidence grew noticeably, though both agreed that 
continued development in this area would be beneficial.
A related challenge was maintaining focus during work hours. The mentee frequently 
checked her phone and social media, which fragmented attention and slowed task comple-
tion. To address this, the mentor introduced the Pomodoro technique—working in focused 

intervals with short breaks. The mentee first familiarised herself with the method, then ap-
plied it consistently. This simple structural tool helped her regain control over her attention, 
leading to more efficient and satisfying work.
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The following annexes contain practical tools and supporting materials developed and test-
ed during the IntegrAGE pilots. They are intended to help organisations adapt and imple-
ment intergenerational mentoring in their own contexts.

Annex 1: Mentee Profile and Development Needs Form
Annex 2: Mentoring Action Plan (MAP)
Annex 3: GROW Method for Mentoring Conversations
Annex 4: Mentoring Diary
Annex 5: Evaluation Records (Mentor and Mentee)
Annex 6: Group Evaluation Session Form

Annex 1:  Mentee Profile and Development Needs Form

Purpose: To enable the mentor, at the very beginning of the mentoring relationship, to gain 
a clear understanding of the mentee’s background, motivation, preferred learning styles, 
and development goals. The form supports a structured dialogue during the first meeting 
and serves as a reference document for future planning and progress monitoring.

Section 1. Basic Information

Mentee’s Full Name   

Position / Role   

Organization / Department

Date of the First Mentoring Meeting

Mentor’s Full Name

Preferred Contact Method (e-mail / phone)

Section 2. Motivation and Expectations

1.       What motivated you to join this mentoring programme?

	 Professional development
	 Career change
	 Personal development
	 Networking
	 Other: 

2. How do you see the mentoring relationship?

	 Guidance and support
	 Learning partnership
	 Skills transfer
	 Career advice

3. Which areas of your professional or personal development would you like to improve?
    (e.g. communication, leadership, organization, self-confidence, technical skills, etc.)

Annexes
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4. What outcomes or achievements would represent success for you by the end of this programme?

Section 3. Learning Style Self-Assessment

Strengths – what do you do well?

Weaknesses – what do you need to improve?

Opportunities – what could support your development?

Threats / Challenges – what could slow down or block your progress?

Section 4. Feedback and Communication Preferences

1. How do you prefer to receive feedback?

	 Written summary
 	 Verbal discussion
	 Practical demonstration
	 Combination of the above

2. How often would you like to receive feedback?

	 After each session
	 Monthly
	 As needed

3. Which communication channels suit you best?

	 E-mail
	 Phone
	 Messaging app (Viber, WhatsApp, etc.)
	 Online video meetings
	 In person (face-to-face)

Section 5. Summary – Mentor’s Notes
 

Mentor’s Signature: 

How to use this tool

•	 Complete it together during or immediately after the first mentoring session.
•	 One copy should be kept by the mentor in their documentation, and one by the mentee.
•	 Review and update the form midway through the mentoring cycle to reflect progress or 

changing needs.
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Annex 2:  Mentoring Action Plan (MAP)

Introduction: The Mentoring Action Plan (MAP) is the central working document of the men-
toring relationship. It serves as a roadmap that translates the mentee’s learning needs and 
development priorities into structured, achievable goals supported by concrete activities, 
timelines, and indicators of progress. A well-prepared action plan helps transform mentor-
ing from a series of conversations into a strategic learning process.

Purpose
•	 To convert identified learning needs into SMART goals and measurable results.
•	 To define clear roles, activities, and responsibilities of the mentor and mentee.
•	 To ensure alignment with the duration of mentoring, available resources, and the organ-

izational context.
•	 To provide a framework for continuous reflection, feedback, and evaluation.

How it works
1.	 The mentor and mentee complete the Mentoring Action Plan together after the initial 	

meetings.
2.	 The plan becomes the basis for session planning and progress discussions.
3.	 The plan is reviewed periodically in order to assess achievements, identify challenges, 

and adapt next steps.
4.	 The process concludes with a joint evaluation of results and the definition of future   de-

velopment directions.

Template A) Full Version

Section 1. Basic Information

Mentee’s Full Name   

Mentor’s Full Name   

Mentoring Period (from–to)   

Date of Plan Creation
  

Review Dates (mid-term / final)
  

Communication Format (in person / online / hybrid)

Session Frequency (weekly / bi-weekly / monthly)   

Section 2. Development Priorities
 	  

Priority Area	   Rationale / Why this area is important

  

  

  

  

 	  
Section 3. SMART Goals and Key Results

SMART Goal	
	

  Activities / Key Results

1.
By January 2026, the mentee will improve presentation skills by delivering two 
presentations to the team.

1.1.
The mentor and mentee will prepare the presentation together by 15 Decem-
ber 2025.

1.2
The mentee will deliver a trial presentation in front of colleagues by 10 January 
2026.

1.3

2.
  

Section 4. Context and Feasibility Check

Factor		    Reflection / Notes

Mentoring Period  

Resources  

Organizational Context
 

Support Needed
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Section 5. Monitoring and Feedback

Date Session Focus Progress Achieved Feedback Summary Next Steps / Adjust-
ments

Mid-term 
Review	  

Final Review	  

	  	  	  
 	  	  	  	  
Mentor’s Signature:   	 	 	 	 	 Date: 

Mentee’s Signature:	 	 	 	 	 Date:

Template B) Short Version
Section 1. Basic Information

Mentee’s Full Name and position   

Mentor’s Full Name and position   

Mentoring Period (from–to)   

Date of Plan Creation
  

Communication Format (in person / online / hybrid)
  

Session Frequency (weekly / bi-weekly / monthly)
  

Section 2. Development Priorities
 

Priority Area	   Rationale / Why this area is important

  

  

  

  

	  
Section 3. SMART Goals and Key Results

Goals and expected results

Goal 1

R 1.1.

R 1.2.

R 1.3.

Goal 2

R 2.1.

R 2.2.

R 2.3.

Goal 3

R 3.1.

R 3.2.

R 3.3.
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Annex 3: GROW Method for Mentoring Conversations

Overview: The GROW model is one of the most effective frameworks for structuring men-
toring conversations. It provides a clear pathway that guides the discussion from exploring 
the mentee’s goals to defining concrete, actionable steps for improvement. Originally de-
veloped by Sir John Whitmore, the model is widely used in mentoring, coaching, and leader-
ship development because of its simplicity, flexibility, and results orientation.

GROW stands for: G – Goal	 R – Reality	 O – Options	 	 W – Will / Way Forward

Purpose of the GROW method

The GROW model helps mentors lead conversations logically and purposefully, encourag-
ing mentees to take responsibility for their own learning and action. It promotes reflection, 
analysis, and accountability while ensuring that each session ends with clear and achievable 
outcomes.

Overview of the GROW steps

Step Guiding Questions for Mentor Purpose Practical Tips
G – Goal What do you want to 

achieve from this session?
What does success look like?
How will you know you have 
achieved it?

Clarifies what the 
mentee wants to 
achieve in this session 
or in the longer term.

Make sure the goal is 
SMART and linked to the 
overall mentoring plan. 
Write it down in measur-
able terms.

R – Reality
What is happening right 
now?
What have you tried so far?
What obstacles are you 
facing? 
How do you feel about the 
situation?

Helps the mentee ob-
jectively analyze their 
current situation and 
challenges.	

Encourage honesty; ask 
for facts and concrete ex-
amples, not assumptions. 
Avoid offering solutions 
too early.

O – Options	 What could you do differ-
ently?
What alternative approach-
es can you think of?
Who or what could support 
you?

Generates ideas and 
possible steps for-
ward.

Encourage brainstorming 
without judgment. Let the 
mentee take the lead in 
identifying solutions.

Step Guiding Questions for Mentor Purpose Practical Tips
W – Will / Way 
Forward

What exactly will you do 
next?
hen will you do it?
What support do you need?
How committed are you to 
this step (1–10)?	

Defines concrete next 
steps and level of com-
mitment to action.

Ask the mentee to sum-
marize the plan and send 
a short follow-up note af-
ter the meeting.

Example of a GROW-based mentoring dialogue

Stage Example Mentor–Mentee Dialogue

G – Goal
Mentor: “What would you like us to work on today?”
Mentee: “I want to learn how to give feedback without sounding critical.

R – Reality	
Mentor: “Tell me about the last time you gave feedback to someone.”
Mentee: “I hesitated and in the end I said nothing. My colleague repeated the 
same mistake.”

O – Options
Mentor: “What approaches could you try next time?”
Mentee: “Maybe I could start with something positive and then explain what 
could be improved.”

W – Will / Way 
Forward

Mentor: “Excellent. In which situation will you try that first?”
Mentee: “At the next team meeting I will give feedback to one colleague and ask 
for their reaction.”

How to apply the GROW model in practice

•	 Use it as a flexible framework for guiding mentoring sessions from goal to concrete ac-
tion.

•	 Document outcomes and review progress at the next meeting.
•	 Encourage reflection and ownership — the mentee should do most of the work in the 

conversation.
•	 Balance structure and flexibility; adapt the model to the pace and context of the mentee.

Tips for mentors

•	 Maintain a neutral, curious tone and avoid offering solutions too early.
•	 Allow silence — it gives the mentee space to think and process the question.
•	 Always end sessions with agreed next steps and follow-up points.
•	 Recognize and celebrate progress — small wins help maintain motivation.
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Annex 4: Mentoring Diary
 

Mentoring Diary – Monthly Record
(To be maintained throughout the 3-month pilot period)

Month:  

Mentor: 

Mentee: 

Date Skills Covered Progress (1-5)

Challenges Solutions Tried

Mentoring methodology used:
 
Key observations:
 
Action items for the next month:
 

Annex 5: Evaluation Records (Mentor and Mentee)

Mentor Evaluation Record
(To be completed after the 3-month pilot period)

Please rate each category (1-4):  
1 = Needs improvement	 2 = Developing	 3 = Proficient	 4 = Exemplary

Mentor:					     Position:
Mentee:					     Position:
 

Criteria Indicators Score

Motivation and Innitia-
tive

Mentee demonstrates high motivation and innitiative in 
the mentoring process  

Knowledge Transfer Adopts and demonstrates applied skills

Communication Respectful and constructive
Active listening, giving and receiving feedback

Creativity / Innovation Ease and adaptability in new situations
Develops custom solutions for challenges

Wellbeing Support Addresses stress/ fatigue markers
Flexible in time arrangement and task management

 OVERALL FEEDBACK	

On Mentee

On the mentoring process

Support received from the Employer / HR management

Support provided by the  IntegrAGE partnership
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 Mentee Evaluation Record
(To be completed after the 3-month pilot period)

Please rate each category (1-4): 
 1 = Needs improvement	2 = Developing	 3 = Proficient	 4 = Exemplary

Mentee:						      Position:

Mentor:						      Position:
 

Criteria Indicators Score

Motivation and Innitia-
tive

Mentor  demonstrates high motivation and innitiative  
Motivates and inspires	   

Knowledge Transfer Uses efficient knowledge transfer methodology
Practices coaching rather than teaching 

Communication Respectful and constructive
Active listening, giving and receiving feedback

Goal setting and time 
management

Sets up smart goals and expectations through joint ef-
fort and participation
Helps balance tasks and improve performance	

Networking
Helps building relationships and connections 
Provides guidelines in networking, using own  support 
network 	

 OVERALL FEEDBACK	

On Mentee

On the mentoring process

Support received from the Employer / HR management

Further support needed

 

  

Tool 6: Group Evaluation Session Form

Group Evaluation Session
(to be conducted through the evaluation session with key stakeholders after mentoring is completed)

Participants:		 mentors, mentees, HR department representative(s) - 10-15 people
Duration: 	 	 90 minutes session (preferably live or on-line)
Language:	 	 local language
Facilitation: 		 experienced facilitator and notetaker (preferably also recording the 
	 	 	 entire session)  
Set up:	 	 round table or circle

PROCESS: 

•	 Introduction: Explaining purpose, methodology, duration and evaluation process
•	 Brief introduction of facilitators and participants
•	 Going through the evaluation questions tending to involve all participants in an informal 

and re-laxed atmosphere so participants feel free to share their experience and express 
their ideas

•	 Answers to be recorded as main points (not as individual but group/collective answers)

PARTICIPANTS:

# of Mentors:	 	 	 	 	 # of Mentees:

HR Department:	 	 	 	 	 Colleagues:

Facilitator

QUESTIONS:

1. What is your overall satisfaction with the LLL mentoring process (5 min)

Please use the following rate (1-4): 
1 = Needs improvement	 2 = Good	 3 = Very Good	 4 = Excellent 

No of answers:
Rate 1: 	 	 Rate 2:	 	 	 Rate 3:	 	 	 Rate 4:
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2. What do you think is the most important positive outcome of this LLL experience? 

•	 Personal level:

•	 Company/Employer level:

3. What where the main setbacks and issues that you would like to avoid and change in the next 
run? (10 min)

4. Based on your experience, what would you advice to other mentors/mentees going through the 
mentoring process? What would improve their experience and efficiency?  

5. What kind of support would you expect and would benefit from to improve the experience and 
results of the LLL mentoring? 

6. Would you be willing to repeat that experience and continue with mentoring either in your 
or-ganization or share your experience with other organizations?

YES:	 	 NO:	 	 Maybe: 

7. Any other comments or recommendations that would help IntegrAGE LLL team to improve the 
mentoring process?
  


