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A	>3"-'7%-5%B3(+2"	is	a	visual	depiction	of	the	link	between	your	activities	and	outcomes,	including	how	and	why	the	desired	change	is	expected	to	
come	about	(i.e.,	a	causal	model	that	includes	assumptions	and	justifications).	It	typically	starts	with	the	end	goal	of	an	initiative	in	mind	(the	desired	
impact),	then	works	its	way	backwards	to	decide	on	the	program	approaches	that	will	most	likely	result	in	that	impact.	

For	example,	the	Theory	of	Change	below	shows	that	the	program	seeks	to	support	youth	in	continuously	developing	and	integrating	new	skills	in	
order	to	fulfill	their	potential.	It	tells	us	that	the	first	step	of	the	program	is	to	identify	sparks,	then	promote	a	growth	mindset,	identify	indicators	of	
thriving,	and	build	goal	management	skills.	It	tell	us	that	adult	guides	must	support	youth	in	specific	ways	in	order	for	them	to	be	on	a	road	to	a	
hopeful	future.	A	theory	of	change	is	more	focused	on	how	a	program	intends	to	produce	desired	outcomes.	

		
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 	 	 (Camp	Fire,	2014)	
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Both	the	Logic	Model	and	the	Theory	of	Change	have	their	uses.	The	Logic	Model	can	be	sufficient	when	outlining	a	fairly	simple	project.	The	Theory	
of	Change	is	increasingly	being	encouraged	when	designing	a	more	complex	and	comprehensive	initiative,	so	you	can	articulate	and	track	the	change	
you	hope	to	create.	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	

Types	of	Evaluation	
	
There	are	many	different	kinds	of	evaluation.	Below	we	briefly	explain	performance	monitoring,	process	evaluation,	and	outcome	evaluation.	A	
program	evaluation	must	be	tailored	to	the	specific	program	in	question	-	it	can	therefore	be	difficult	to	find	resources	that	are	relevant	to	all.	
	
Monitoring	outputs	and	activities	involves	collecting	and	counting	service	level	records	and	data	to	determine:	

• Who	you	serve	(socio-demographic	indicators);	
• How	many	you	serve;	and	
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• Through	how	many	activities	of	different	types.	
		
It	allows	you	to	capture	and	communicate	basic	numbers	on	what	your	program	looks	like	in	terms	of	the	number	of	participants	you	reached,	the	
number	of	activities	you	conducted,	attendance	levels,	retention	levels,	etc.	It	also	involves	representing	your	inputs	in	a	numerical	way	(i.e.,	number	
of	staff,	grant	moneys,	etc)	(Wholey,	Hatry,	&	Newcomer,	2010).		
	
	

Purpose	 Questions	 Indicators	

Capturing:		
	

v Inputs	
v Activities	
v Outputs		

Who?	
What?	
When?	
Where?	
How	many?	
How	often?	
How	long?	

• #	staff,	partners,	space	
• costs	and	in-kind	contributions	
• #	mentee	/	mentor	applications		
• #	participants	accepted	
• #	of	participants	by	gender	identity	
• #	of	participants	by	age	
• #	participants	trained	
• #	matches	
• #	and	type	of	activities	
• attendance	/	retention	
• duration	of	matches	
• #	match	completions	(rate)	

	

	
	
A	process	evaluation	examines	and	reports	on	the	overall	implementation	of	the	program	(policies,	procedures,	strategies)	and	the	extent	to	which	
the	program	was	delivered	as	intended	to	the	target	population.	A	typical	program	evaluation	would	assess	quantitative	(numbered)	and	qualitative	
(narrative)	data	related	to:		
	

• Program	awareness,	demand	and	capacity;	
• Program	participants;		
• Program	management;		
• Program	activities	and	implementation;		
• Community	partnerships;		
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• Program	satisfaction;	and		
• Program	successes,	challenges	and	lessons	learned	(Wholey,	Hatry,	&	Newcomer,	2010).		

	
For	mentoring	programs	in	particular,	an	important	part	of	a	process	evaluation	involves	assessing	the	quality	of	the	mentoring	relationships	
between	program	participants	(MENTOR,	2015).	
	

Purpose	 Questions	 Indicators	

Assessing:		
	

v Processes	
v Procedures		
v Implementation	
v Successes	&	Challenges	
v Lessons	Learned	

Did	we	do	what	we	said	we	would	do?		
Did	we	serve	who	we	intended	to	serve?		
Did	we	use	the	strategies	we	intended	to	
use?	Why	/	why	not?	How	did	processes	
evolve	over	time?	
	
Did	participants	receive	the	proper	amount,	
type	and	quality	of	service	as	we	intended?	
Were	they	(and	others)	satisfied	with	the	
service	they	received?	
	
To	what	extent	do	our	mentoring	
relationships	meet	the	critical	benchmarks	of	
quality	mentoring	relationships?	
	
Was	the	program	well	coordinated?	Were	
program	staff	able	to	work	effectively	with	
partner	organizations?			
	
What	is	working	well,	what	is	not	working	
well,	what	should	be	improved?	
	
What	lessons	did	we	learn	about	our	
participants	and	program?	

• fidelity	to	policies	and	procedures	
• staff	perspectives	
• mentee’s	view	of	the	relationship	
• mentor’s	view	of	the	relationship	
• participant	satisfaction	with	the	program	
• parent	satisfaction	
• partner	satisfaction	
• evaluator	observation	
• successes	
• challenges	
• lessons	learned	
• needed	improvements	
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An	outcome	evaluation	examines	the	extent	to	which	your	efforts	had	the	impact	you	intended	or	expected	them	to	have.	Typical	outcome	
measures	reflect	changes	in	level	of	knowledge,	values/attitudes/beliefs,	skills,	behaviours,	and	conditions	(i.e.,	health	conditions,	employment,	
system	involvement)	(Wholey,	Hatry,	&	Newcomer,	2010).	In	order	to	assess	change,	data	collection	tools	must	be	administered	at	intake	to	
determine	a	baseline	(pre-intervention),	and	then	again	after	certain	periods	of	time	during	and/or	after	the	intervention	(i.e.,	follow-up	at	6	months,	
1	year,	etc.).	
	

Purpose	 Questions	 Indicators	

Examining:		
	

v Outcomes	&	
Impacts	
-	Short-term	
-	Medium-term	
-	Longer-term	

To	what	extent	did	our	efforts	change	
participants’	knowledge	/	attitudes	/	skills	/	
behaviours	/	conditions?	
	
Have	participants	and	others	benefitted	
from	their	experience	in	the	program?	
How?	

	Increased:	
• knowledge		
• positive	values/attitudes/beliefs		
• social	&	emotional		wellbeing	
• skills	for…	
• school	engagement	
• employment	participation	
• community	engagement	
• housing	stability	

	
	Decreased	system	involvement:	
• child	protection	
• justice	system	
• etc.	
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Key	Frameworks	/	Resources	for	Identifying	Outcomes	and	Indicators1	

Core	Character	Competencies	and	Positive	Youth	Development	(Resiliency	Initiatives,	2012):	
http://www.resiliencyinitiatives.ca/cms/wp-content/uploads/2012/10/CORE_COMPETENCIES-Dec-10-2012.pdf		
	
40	Developmental	Assets	for	Adolescents:	
http://www.search-institute.org/content/40-developmental-assets-adolescents-ages-12-18	
	
Stepping	Up:	A	Strategic	Framework	to	Help	Ontario’s	Youth	Succeeed	(Ministry	of	Children	and	Youth	Services,	2013):	
http://www.children.gov.on.ca/htdocs/English/topics/youthopportunities/steppingup/contents.aspx			
	
	
Youth	Measures	Database:		
http://www.excellenceforchildandyouth.ca/support-tools/measures-database		
	
PerformWell	Database	of	Outcomes	and	Tools:		
www.performwell.org	
	

	
	 	

																																																								
1	Also	consult	the	youth	assessment	tools	identified	on	p.	33	

http://www.resiliencyinitiatives.ca/cms/wp-content/uploads/2012/10/CORE_COMPETENCIES-Dec-10-2012.pdf
http://www.search-institute.org/content/40-developmental-assets-adolescents-ages-12-18
http://www.children.gov.on.ca/htdocs/English/topics/youthopportunities/steppingup/contents.aspx
http://www.excellenceforchildandyouth.ca/support-tools/measures-database
http://www.performwell.org
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Collecting	Data:	Methods	&	Tools	
	
There	are	various	typical	(traditional)	methods	of	data	collection	that	can	be	used	including:	surveys,	one-on-one	interviews,	focus	groups,	
observation,	participant	logs,	and	program	records.	
	
	
There	are	other	data	collection	methods	that	are	participatory,	arts-
based	and	collaborative	in	nature,	sometimes	based	in	Indigenous	
research	methodology	(Kovach,	2005;	Lavallee,	2009;	McNiff,	1998;	
Tolman	&	Brydon-Miller,	2001;	).	These	are	considered	youth	friendly	as	
they	incorporate	experiential	learning	where	the	participant	is	fully	
engaged	in	the	process	(Park,	1993).	Examples	of	these	dta	collection	
methods	include:	
	

a. Body	mapping:	a	series	of	drawing	and	painting	exercises	are	
used	to	create	life-size	body	images	or	‘body	maps’	to	help	
participants	to	tell	their	stories	and	visually	represent	the	
impact	of	their	circumstances	on	their	health	and	wellbeing	
(Gastaldo,	Magalhaes,	Carrasco,	&	Davy,	2012).	
	

b. Sharing	Circles:	a	sharing	and	gathering	of	information,	
emotions,	and	stories	about	people’s	experiences	that	is	based	
in	a	series	of	group	rituals.	The	facilitator	is	viewed	as	an	equal	
participant	in	this	process,	and	is	given	permission	to	report	
on	the	discussions	(Lavallee,	2009).			

	
c. Symbol-based	reflection:	participants	share	paintings,	

drawings,	sculptures,	crafts,	songs,	or	stories	as	representative	
symbols	of	their	experience	(Lavallee,	2009).		

	
d. PhotoVoice:	participants	take	and	share	photos	that	help	them	

tell	their	story	about	their	experiences.	The	photos	are	tied	
together	through	a	narrative	description	of	what	they	mean	to	
the	person	(Wang	&	Feng,	1996). 	
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Given	its	direct	link	to	positive	outcomes	for	mentees,	one	key	dimension	any	mentoring	program	should	evaluate	is	the	quality	of	the	
mentoring	relationship	between	the	mentee	and	mentor.	There	are	a	number	of	existing	tools	to	help	service	providers	monitor	and	assess	the	
quality	of	the	mentoring	relationship.	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

Key	Resources	for	Assessing	the	Quality	of	the	Mentoring	Relationship	

Recent	review	of	valid	&	reliable	instruments	used	to	measure	match	quality:		
Nakkula,	M.	J.,	&	Harris,	J.	T.	(2014).	Assessing	mentoring	relationships.	In	D.	L.	DuBois	&	M.	J.	Karcher	(Eds.),	Handbook	of	
youth	mentoring	(2nd	ed.,	pp.	45–62).	Thousand	Oaks,	CA:	Sage.	
	
Sample	Ongoing	Match	Monitoring	Questions:	
http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/SAFE_SampleOngoingMonitoring.pdf			
	
Assessing	the	Quality	of	the	Mentoring	Relationship	(at	6	months	and	at	end):	
www.mentoring.org/downloads/mentoring_623.doc			
	
Quality	Relationship	Rubric:	Best	Practice	Resource:	
http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/Quality-Relationship-Rubric1.pdf		
The	Youth	Survey:	Measuring	the	Quality	of	Mentor-Youth	Relationships:		
This	questionnaire	assesses	youths'	satisfaction	with	their	mentoring	relationships	along	three	dimensions:	youth-
contentedness,	emotional	engagement,	and	dissatisfaction.	
http://educationnorthwest.org/sites/default/files/packeight.pdf		
	
Middle-high	school	age	youth	survey:	
http://www.performwell.org/index.php/find-surveyassessments/programs/child-a-youth-development/mentoring/the-
youth-survey-measuring-the-quality-of-mentor-youth-relationships		
	
Friendship	Review	(Sample	Exit	Interview):	
http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/Sampleexitinterview_MentoringJournal.pdf		
	
Effective	Mentoring	Relationships:	Mentor	Role	Self-Assessment:		
http://www.mentoringgroup.com/html/articles/mentor_44.htm		
	

http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/SAFE_SampleOngoingMonitoring.pdf
http://www.mentoring.org/downloads/mentoring_623.doc
http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/Quality-Relationship-Rubric1.pdf
http://educationnorthwest.org/sites/default/files/packeight.pdf
http://www.performwell.org/index.php/find-surveyassessments/programs/child-a-youth-development/mentoring/the-youth-survey-measuring-the-quality-of-mentor-youth-relationships
http://www.performwell.org/index.php/find-surveyassessments/programs/child-a-youth-development/mentoring/the-youth-survey-measuring-the-quality-of-mentor-youth-relationships
http://instituteforyouthsuccess.org/wordpress/wp-content/uploads/2014/06/Sampleexitinterview_MentoringJournal.pdf
http://www.mentoringgroup.com/html/articles/mentor_44.htm


	

	 159	

Analyzing,	Sharing	&	Using	Results	
	
Once	data	is	collected,	it	must	be	analyzed,	interpreted,	and	digested	for	its	meaning.	Next	steps	involve	(Bania,	2015):	
	

1. Drawing	evaluative	conclusions	that	describe	and	assess	the	quality	and	value	of	your	program	and	its	components.	
2. Debriefing	and	discussing	your	draft	interpretations	and	patterns	with	key	stakeholders	to	get	their	input	into	the	context	of	the	findings	and	

any	‘reality	checks’	on	the	data.		
3. Provide	insights	into	possibilities,	options	and	improvements	moving	forward	(for	both	program	and	evaluation).	Programs	need	a	formal	

plan	that	articulates	when	and	how	data	is	shared	with	various	stakeholder	groups,	as	well	as	how	that	information	is	used	to	improve	the	
program	and	more	effectively	meet	client	expectations	and	needs.	

4. Involve	diverse	stakeholders	in	discussing	the	findings,	and	developing	the	best	actions	for	course	correction	and	for	what’s	next.	
5. Decide	on	modes	of	dissemination	that	allow	multiple	stakeholders	to	participate	in	the	sharing.	

	
As	Davidson	(2012)	describes,	the	most	‘actionable’	evaluations	are	the	ones	that	follow	these	six	(6)	key	elements:	
	

1. Clear	purpose	
2. The	right	stakeholder	engagement	strategy		

from	the	start	(including	a	focus	on	the	participants	themselves)		
3. Important,	big	picture	questions		
4. Well-evidenced,	well-reasoned	answers	
5. Succinct,	straight-to-the-point	reporting	
6. Actionable	insights,	collaborative	problem-solving	for	moving	forward	

	

Ethical	Standards	&	Considerations	

A	key	consideration	in	developing	an	evaluation	framework	and	tools	is	the	incorporation	of	ethical	standards	for	research.	Evaluation	with	integrity	
is	done	in	ways	that:	

• respect	people,	relationships,	and	service	objectives;	
• are	methodologically	responsive	and	appropriate;	and	
• are	credibly	and	competently	done.1	
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Some	of	the	main	ethical	considerations	in	conducting	evaluation	are:	

• Ethics	Board	approval	to	ensure	compliance	with	current	ethical	standards;	
• Informed	consent	from	participants	to	ensure	they	are	aware	and	comfortable	with	the	processes	involved	in	the	evaluation;	and	
• Permissions	/	releases	to	allow	certain	types	of	information	to	be	used	for	the	purposes	of	evaluation.	

Building	Capacity	for	Evaluation	

Performance	measurement	requires	a	specific	set	of	skills	and	resources.	The	key	question	becomes:	What	are	we	capable	of	assessing	at	this	stage?	
Consider	the	following	steps:	

• Take	into	consideration	your	situation	&	capacity.	Map	out	your	current	level	of	knowledge	and	comfort	with	evaluation,	skills,	and	
resources.	Take	this	evaluation	self-assessment	to	see	where	your	organization	is	in	terms	of	its	evaluation	culture,	and	to	start	a	discussion	
on	how	your	organization	can	grow	as	a	learning	organization.	

• Clarify	your	evaluation	purpose:	Why	evaluate	at	this	point?	What	do	you	want	out	of	your	evaluation	efforts	at	this	stage?	
• Articulate	your	evaluation	questions:	What	do	you	want	and	need	to	know	about	your	program?	
• Determine	your	indicators:	Based	on	your	evaluation	purpose,	questions,	and	the	desired	outcomes	and	indicators	you	mapped	out	in	your	

Logic	Model	or	Theory	of	Change,	determine	the	type	of	evaluation	you	can	undertake	at	this	stage	(output	monitoring,	process	evaluation,	
outcome	evaluation).	

• Develop	an	action	plan	around	your	current	evaluation	capacity	and	needs.	Explore	the	resources	you	need	to	push	your	evaluation	further,	
and	where	to	access	them.	

Key	Resources	for	Ethical	Standards	in	Research	&	Evaluation	

Tri-Council	Policy	Statement:	Ethical	Conduct	for	Research	Involving	Humans	(2014):		
http://www.pre.ethics.gc.ca/eng/policy-politique/initiatives/tcps2-eptc2/Default/	
	
Canadian	Evaluation	Society,	Program	Evaluation	Standards:	
http://old.evaluationcanada.ca/site.cgi?s=6&ss=10&_lang=en	
	
Research	&	Evaluation	with	Indigenous	Groups:	
http://pimatisiwin.com/uploads/1444288718.pdf	
	

http://www.pre.ethics.gc.ca/eng/policy-politique/initiatives/tcps2-eptc2/Default/
http://old.evaluationcanada.ca/site.cgi?s=6&ss=10&_lang=en
http://pimatisiwin.com/uploads/1444288718.pdf
https://capacitycanada.ca/evalu/self-assessment/
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• Start	taking	steps	implementing	your	evaluation.1	

Your	staff	team	should	be	able	to	collect	at	least	some	output	and	process	data	internally.	Examples	include:	

• Numbers	of	mentors	and	mentees;	
• Participants’	satisfaction	with	training	they	received;	
• Participants’	satisfaction	with	the	mentoring	experience	as	a	whole;	and	
• Whether	or	not	planned	activities	actually	occurred.	

Participants	can	turn	in	reports	on	what	they	did	together,	what	they	learned,	and	suggestions	for	improvements.	You	can	also	get	match	completion	
numbers,	reflecting	how	many	participants	completed	their	match	duration	as	intended.	For	other	needs,	you	may	have	to	get	outside	evaluation	
help.	Someone	who	specializes	in	mentoring	evaluation	can	guide	you	through	an	outcome	evaluation	and	collect	more	detailed	and	candid	
information	from	participants.	You	and	your	team	can	strategize	with	the	evaluator	on	the	data	needed,	items	to	be	asked,	tools	and	procedures,	and	
what	you	want	the	report	to	cover.	

Key	Resources	on	Evaluation	

Program	Evaluation	Toolkit	by	the	Ontario	Centre	of	Excellence	for	Child	&	Youth	Mental	Health	

Project	Evaluation	Guide	For	Non-Profit	Organizations:	Fundamental	Methods	&	Steps	by	Imagine	Canada	

Tools	to	Establish	Evaluation	Criteria	&	Methods	by	MENTOR,	2015	

Data	Collection	Methods	Toolkit	by	Northwest	Center	for	Public	Health	Practice	

YouthREX	–	Youth	Research	and	Evaluation	Exchange	(Ontario),	including	free,	one-on-one	support	for	community	organizations	in	Ontario	to	track	
and	measure	their	work	

Capacity	Canada	EvalU	including	evaluation	Boot	Camps	and	coaching	

Genuine	Evaluation	blog	with	resources	on	practical	evaluation	

PerformWell	data	bank	of	outcome	measures	and	tools 	

http://www.excellenceforchildandyouth.ca/sites/default/files/docs/program-evaluation-toolkit.pdf
http://sectorsource.ca/sites/default/files/resources/files/projectguide_final.pdf
http://www.mentoring.org/new-site/wp-content/uploads/2015/10/Tools-to-Establish-Evaluation-Criteria-and-Methods.zip
https://www.nwcphp.org/docs/data_collection/data_collection_toolkit.pdf
http://www.youthrex.com
https://capacitycanada.ca/evalu/
http://www.genuineevaluation.com
http://www.performwell.org/


	

	 162	

	
Below	are	some	of	the	key	resources	produced	by	this	project.	

RESOURCES:	

Best	Practices	for	Mentoring	Youth	Facing	Barriers	to	Success	

Tools	&	Resources	for	Mentoring	Youth	Facing	Barriers	to	
Success	

Crossing	the	Line:	Power	&	Privilege	Activity	–	Facilitator’s	
Guide	

Body	Mapping	Activity	–	Facilitator’s	Guide	for	program	
planning.	tailoring,	training,	and	evaluation	

WEBINARS:	

http://ontariomentoringcoalition.ca/mentoringyouthfacingbarrier
s/key-resources-webinars/		

	  

KEY	RESOURCES	&	WEBINARS	

http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Handout_Best-Practices_Feb-12-2016.pdf
http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Handout_List-of-Online-Tools_Feb-13-2016.pdf
http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Handout_List-of-Online-Tools_Feb-13-2016.pdf
http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Facilitator-Guide_Crossing-the-Line_Feb-12-2016.pdf
http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Facilitator-Guide_Crossing-the-Line_Feb-12-2016.pdf
http://ontariomentoringcoalition.ca/wp-content/uploads/2016/02/Facilitator-Guide-for-Body-Mapping-Activity_Feb-12-2016.pdf
http://ontariomentoringcoalition.ca/mentoringyouthfacingbarriers/key-resources-webinars/
http://ontariomentoringcoalition.ca/mentoringyouthfacingbarriers/key-resources-webinars/
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