
Impact Measurement Toolkit
This toolkit is for organisations keen to
evaluate the effectiveness of youth mentoring
programmes.
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Preamble
1) About Mentoring SG

2) Benefits of Evaluating Mentoring Programmes

3) Mentoring as a Youth Development Tool

4) The Need for Mentoring Youths in Transition

5) Benefits of Mentoring for Youths

6) Intended Purpose of Resource Toolkit

“Everything that can be counted does not necessarily 
count; everything that counts cannot necessarily be 
counted.” (Albert Einstein)



About Mentoring SG

Mentoring SG aims to promote a culture of mentoring in Singapore, amongst the general youth population, from the 

ages of 17 to 25 years old. These youths may be schooling in Junior Colleges, Institute of Technical Education, Private 

Education Institutes, Polytechnics and Universities. Youths may also be in transition from schools to workplaces, or 

making a career switch. 

With a wide array of mentoring programmes in Singapore, one of the key strategic outcomes for Mentoring SG is to 

uplift the quality of mentoring programmes for the benefit of our youth. Other than youth mentees and volunteer 

mentors whose lives are directly impacted by a mentoring relationship, organisations and programmes which 

demonstrate consistent positive outcomes are likely to attract funders, partners, participants and other stakeholders 

because of its credibility. 
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Benefits of Evaluating Mentoring Programmes

Programme evaluation serves to:

a. Appreciate the mentorship experience from diverse perspectives, including that of mentees and mentors

b. Base objective reviews and discussions on what is working and what are the areas of improvement

c. Collect evidence to gauge the efficiency and effectiveness of the programme

d. Determine trade-offs. Resources could be reallocated to address gaps and/ or leverage on best performing areas.

e. Enable refinements that will benefit future mentees and mentors

f. Finance the programme (directly/ indirectly). Accountability toward results helps to secure ongoing support from 

stakeholders, such as Board members, funders, volunteers and members of the public that contributed to the 

programme.
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Mentoring as a Youth Development Tool

Mentoring is an effective youth development tool in changing the behaviour and attitudes of youth mentees, 

addressing risk factors, engendering a positive orientation towards the future, and building resilience in young people1.

Mentoring is defined as “a relationship between a positive and experienced figure and youth, built on mutual trust and 

respect, providing guidance, support and/ or practical advice to encourage development of competence and character 

to be a contributing member of society.”2

In overseas studies, youth mentees have demonstrated improved academic achievement3, career outcomes4, social-

emotional development and life skills5.

This was supported by local studies of mentoring programmes. An impact measurement study conducted by Conjunct 

Consulting, for Mentoring Alliance Singapore (MaSg), found that mentees had marked improvements in their 

Competence, Confidence, and Connection to their community. 
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The Need for Mentoring Youths in Transition

In a poll conducted by National Youth Council (NYC) on 1,500 youth respondents aged between 16 to 34 years old, youths expressed

that the top 5 areas of support that would be relevant and useful at their current life stage are (i) career, (ii) general soft skills 

development, (iii) general life skills (non-career, education related), (iv) industry-specific support, and (v) managing mental wellbeing. 1

As we may expect of youths in that life stage who are undergoing transitions in life, they have to contend with the complexities of adult 

life, including taking responsibility primarily for themselves and increasingly, for others. 

Out of a list of 32 challenges, high cost of living was a key concern raised by many young people. Lack of time to pursue interests, having 

competitive peers in school and lack of leisure opportunities also featured in the top 5 challenges, which suggests the stress and 

pressure associated with the fast pace of life and competition in Singapore. Finally, a lack of connections to the right people was also a 

key challenge cited. 2

To equip our youths in addressing these challenges, mentoring could be introduced as a way for youths (i.e. mentee) to connect with a 

nurturing positive figure (i.e. mentor), to enable our youths in making better choices in education, career and life.  
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Benefits of Mentoring for Youths

Through mentoring, we seek to:

a. Support youths’ personal development, i.e. developing life skills & soft skills (e.g. networking, communication)

b. Build resilience, despite exposure to vulnerable situations such as socioeconomic challenges 

c. Provide psychological and emotional support 

d. Support youths’ career development, i.e. improve wayfinding to communities and organisations for job 

opportunities, and guidance on upskilling and encouraging lifelong learning
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Intended Purpose of Resource Toolkit

This resource guide is a compilation of mentoring impact measurement resources from local and overseas sector 

practitioners, to form an abridged impact measurement tool. 

Shortlisted references and tools compiled in this resource guide have been validated. For example, NYC’s impact 

assessment toolkit was developed to help grant recipients of the National Youth Fund (NYF) to measure and report the 

impact of funded programmes. The  youth outcomes were identified based on extensive research and validated 

through literature review, cognitive interviews and data analyses on a sample of 2,000 youths (15 – 34 years old). 

References were taken from established scales, and indicators were contextualized to the local context. 

The current compilation is not meant to be prescriptive, but serves as a starter guide for organisations keen to evaluate 

the effectiveness of youth mentoring programmes. 

Users need not use all the indicators listed in this resource guide. Instead, we encourage users to tailor the selection of 

indicators in this impact measurement tool based on your programme’s desired goals. 
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Part 1: 
Overview of Evaluation in Mentoring Context

1) Definition of Impact

2) Types of Impact

3) Desired Outcomes for Youth Mentoring Programmes



Definition of Impact

Defined as the positive and 
negative
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Primary and Secondary Long-
term effects 

(Outcomes)

Produced by a development 
intervention

(or Projects)

Directly or Indirectly

Intended or Unintended

Reference: OECD, 2010



Types of Impact

We could measure impact at different levels, and there are 
different types of impact
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Individual/ 
Programme 

Group

Community/ 
Organisation

Society

Income

Employment

Quality of Life

Mental well being

Social connectedness

Healthy familiesEducation

Physical health



Desired Outcomes for Youth Mentoring Programmes
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Stakeholder Desired Outcomes References/ Tools Sample Indicators

Youth Mentee Academic and Educational Guidance
• Access to training/ education
• Clarity of personal strengths, personal goals, etc.
• Academic achievement

• MSF’s ACT! SG Framework 
and Tools

• Checklist of Positive Youth 
Development Indicators

Life skills and soft skills
• Confidence
• Tenacity
• Growth Mindset
• Personal effectiveness
• Mental Wellbeing
• Communication
• Teamwork

• MSF’s ACT! SG Framework 
and Tools

• NYC’s Youth Development 
Outcomes

• Youth Self-Advocacy
• Life Satisfaction

• Mentee Outcomes – Life 
Skills and Soft Skills

Career Guidance/ Career Preparedness
• Awareness and access to career pathways
• Access to social capital/ social networks
• Awareness and access to meaningful employment
• Increase in job searching skills
• Increase in career readiness
• Increase in employability

• NYC’s OMW Impact 
Assessment Study 
(unpublished)

• Career Maturity Inventory
• Vocational Identity Status 

Assessment – In-Depth 
Career Exploration Scale

• Mentee Outcomes – Career 
Preparedness

Mentor • Emotional Wellbeing – Emotional Support
• Empathy
• Civic Engagement – Community

• NYC’s Youth Development 
Outcomes

• Mentor Outcomes

Goal of impact measurement: To measure the Effectiveness and Impact of the Programme on Youth Mentees and Mentors

https://www.msf.gov.sg/about-MSF/our-people/Divisions-at-MSF/Social-Development-and-Support/Documents/ACT-SG/ACT-SG-Framework-and-Tools-User-Guide.pdf
https://www.nyc.gov.sg/-/media/mccy/projects/nyc/files/innitiatives/grants/national-youth-fund/guide-to-impact-assessment-toolkit_final.pdf
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit#socialemotional-skills--youth-self-advocacy
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit#mental-and-emotional-health--life-satisfaction
http://www.vocopher.com/ms/cmic/CMI_C_Master.pdf
https://nationalmentoringresourcecenter.org/wp-content/uploads/2017/08/Career-Exploration-scale.docx
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Part 2: 
Designing a Good Evaluation Framework 

“I learned to be more compassionate to those 

in need. I value the people around me more”

Mentee from Mentoring Alliance Singapore’s 

Intergenerational Mentoring Programme

“Not only can I help youths of the community, 

but I feel that I made self-improvements as 

well” 

Mentor from Mentoring Alliance Singapore’s 

Intergenerational Mentoring Programme



Purpose-Focused Systematic Collaborate Measure

Put your clients at 
the centre of your 

focus (person-
centred)

Think and act 
systemically by 

understanding how 
the system is 

behaving and how to 
change that system

Work with other 
stakeholders, build 

on community 
assets and 
resources 

Measure 
outcomes that 

matter, and 
measure well

Guiding Principles of a Good Evaluation Framework



Reference: UNC School of Medicine (2017). Evaluation of Mentoring Best Practices. Retrieved from https://www.med.unc.edu/aoe/wp-content/uploads/sites/519/2017/12/Evaluation-of-Mentoring-Best-Practices-Tool-Kit-_-with-appended-surveys_2007.pdf

Guiding Questions for Programme Evaluation Plan

Consider asking these 5 key questions when designing the evaluation plan for your programme:

• How will it help us to overcome biases and make better informed decisions?

• How will this enable decisions on resource allocation?

• Which stakeholders do we need to communicate the results to?

(1) Why are we evaluating this programme?

• What is your programme’s theory of change or logic model?

• What are the expectations and desired outcomes of your mentoring programme?

(2) What to evaluate?

• Would it be appropriate to implement pre-and-post measures to assess change?

• Could interim or mid-term check-ins be introduced, especially for longer programmes?

(3) When to evaluate?

• Other than mentees, and mentors, which other stakeholders might be interested to provide feedback?

(4) Who to sample?

• What methods will be used? E.g. Focus groups, interviews,  observation, surveys, photos, analysis of admin records

• What questions will be asked? (or in technical terms, What indicators should be used in the survey?) 

(5) How to evaluate?

https://www.med.unc.edu/aoe/wp-content/uploads/sites/519/2017/12/Evaluation-of-Mentoring-Best-Practices-Tool-Kit-_-with-appended-surveys_2007.pdf


Components of a Youth Mentoring Programme Evaluation System
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(1) Building a Logic Model

• A logic model outlines 
what your programme
is trying to achieve and 
lays the groundwork 
for all of your 
evaluation activities.

(2) Process Evaluation

• A process evaluation 
answers the question: 
How well is your 
programme being 
implemented?

• A process evaluation 
will help your 
programme determine 
whether the activities 
and outputs from your 
logic model are 
happening as 
intended.

• Helps identify 
programme
implementation issues 
that can affect youth 
outcomes.

(3) Measuring Relationship 
Quality

• Unique to mentoring 
programmes. 
Everything that the 
mentee and mentor 
will get from the 
programme is 
predicated on them 
having a good 
relationship.

• Helps identify the 
factors that contribute 
to positive 
relationships between 
mentors and mentees.

(4) Outcome Evaluation

• Outcomes are the 
changes in individuals 
that result from 
participating in a 
mentoring programme. 
They are most often 
categorised as shifts in 
attitudes, behaviors, or 
knowledge/skills.

• Outcome evaluation 
seeks to answer 
several crucial 
questions: “Is my 
programme working? 
Does it have the desired 
effect on the youth we 
serve?”

(5) Strengthening 
Evaluation Practices

• There are many ways 
to build evaluation 
capacity over time, 
including partnering 
with an external 
evaluator and seeking 
out assistance.

• For programmes which 
are developing in-
house capability to 
evaluate surveys, you 
may wish to refer to 
the quick start to 
survey analysis guide 
here. 

Reference: https://www.mentoring.org/resource/getting-started-with-program-evaluation



Examples of Data Collection Methods at Different Programme Stages
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(1) Programme Design Stage

• Literature reviews

• Research from government 
agencies

• Marketing surveys/ polls

(2) Process Evaluation

• Programme Records (e.g. 
implementation checklists, 
attendance sheets, registration 
forms)

• Direct observations of 
programme activities (e.g. 
mentor training, interest group 
activities)

• Surveys and interviews (of 
mentors, mentees, parents/ 
guardians, teachers, staff 
members, and/ or partners)

• Focus group discussions 
(stakeholders similar to surveys)

(3) Measuring Relationship 
Quality

• Internal Match Quality - asking 
mentors and mentees how they 
feel about their relationship and 
each other (e.g. Natural 
Mentoring Experiences, 
Mentoring Processes Scale, 
Youth and Mentor Strength of 
Relationship Scale, Mentor-
Youth Alliance Scale, Group 
Mentoring Climate)

• Match Structure (e.g. objective 
measures of the types of 
activities mentors and mentees 
engage in)

• External match quality (e.g. 
family engagement affecting 
relationship development)

(4) Outcome Evaluation

• Randomized control trials (RCT)

• Matched comparison studies, 
e.g. control group

• Longitudinal studies

• Pre-Post Programme Surveys (of 
mentors, mentees)

• Direct observations of school 
engagement, academic 
performance and grades

• Interviews with programme
stakeholders

• Satisfaction surveys

Reference: https://www.mentoring.org/resource/getting-started-with-program-evaluation

https://nationalmentoringresourcecenter.org/wp-content/uploads/2018/06/Natural_Mentoring_Experiences_scale_alternate.docx
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit/#mentoring-relationship-quality-and-characteristics--mentoring-processes-scale-mps-youth-and-mentor-versions-
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit#mentoring-relationship-quality-and-characteristics--youth-strength-of-relationship-ysor-and-mentor-strength-of-relationship-msor
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit#mentoring-relationship-quality-and-characteristics--mentoryouth-alliance-scale-myas
https://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit#mentoring-relationship-quality-and-characteristics--group-mentoring-climate


Common Pitfalls in Evaluation

1. Building a Logic Model

a. Outcomes are not specific 

b. Outputs misinterpreted as outcomes

2. Process Evaluation

a. Resource, capacity, capabilities limitations

b. Poor quality indicators

3. Strengthening Evaluation Practices 

a. Stakeholders (e.g. sponsors/ management) are not consulted on programme evaluation

b. Overclaiming outcomes

c. Complexity of measurement approaches

19

Reference: https://investmentimpactindex.org/wp-content/uploads/2020/05/III-A-short-guide-How-to-develop-an-impact-measurement-framework-Digital.pdf
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Key Evaluation Considerations
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Read the full source article by National Mentoring Resource Centre on Key Evaluation Considerations at 

http://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit/#evaluation-guidance-and-resources-key-evaluation-considerations

There are several considerations when designing, analysing and evaluating your programme. These include:

1. Evaluate impact in the context of what youth outcomes would be in achieved in the absence of programme involvement. As it may be 

challenging to establish a control or comparison group of youth, there are many options for addressing this concern. Involve individuals with formal 

evaluation training and experience to assist in designing, conducting, and analysing and reporting the results of a mentoring programme evaluation, 

especially for complicated and technically demanding evaluation activities. 

2. Ensure fidelity to a programme’s design to ensure that the programme is being implemented as intended, and fostering the desired types of 

mentoring relationships. This includes observing the expected roles and behaviors of mentors, as well as the quality and duration of the mentoring 

relationships established.

3. Examine contributing factors that lead to differences in outcomes – e.g. programme implementation fidelity, mentoring relationship duration/ 

quality, skill and experience levels of mentors and staff, backgrounds and characteristics of youths served

4. Allow sufficient time for targeted youth outcomes to be developed. Big changes early in a mentoring relationship will usually not be realistic. 

Prioritise assessment of more proximal, immediate desired outcomes, over more distal, longer-term impact.

5. Evaluate potential harmful effects and unintended negative consequences of programme participation on youths, e.g. adverse experiences with 

mentors. Relationships can be challenging for a young person. It should at least “do no harm” to the youth served. An honest and balanced accounting 

of the positive and negative consequences of the programme outcomes would serve as a foundation for programme improvement.

http://nationalmentoringresourcecenter.org/resource/measurement-guidance-toolkit/#evaluation-guidance-and-resources-key-evaluation-considerations
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Part 3: 
Components of a Youth Mentoring 
Programme Evaluation System



1) Building a Logic Model

Objectives of a Logic Model

• Provides a systematic and visual representation of link 

between the resources you have to conduct the 

programme, the activities you plan to do and desired 

changes and outcomes

• Provides a roadmap of how your programme is expected 

to work, its theory of change and assumptions 

underlying the programme

Abridged Tools

These are some references that you may consider when 

building a logic model for your programme

• Simple and Detailed Logic Models

• Case References
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Resources required or 
available to undertake 
or achieve objectives 

of the initiative.

Inputs Activities Outputs Outcomes

The desired
immediate effects and 

intermediate effects 
of of the initiative on 

the program 
participants

Impact

The desired longer 
term and 

fundamental 
outcomes from the 

initiative. Often linked 
to the vision of the 

initiative.

What is delivered by a 
provider to 

participants. Actions 
undertaken to being 
about a desired end.

The volume (or 
frequency) of product
of the initiative which 
reflects the take-up 
of activities by the 

recipients.

Your Intended OutcomeYour Planned Work

Certain resources 
are needed to 
operate your 

program

If you have access to 
them, then you can 

use them to 
accomplish your 
planned activities

If you accomplish 
your planned 

activities, then you 
will hopefully deliver 

the amount of 
product and/or 
service that you 

intended

If you accomplish 
your planned 

activities to the 
extend you 

intended, then your 
participants will 

benefit in certain 
ways

If these benefits to 
participants are 

achieved, then certain 
changes in the 
organisations, 

communities, or 
systems might be 
expected to occur

Simple Logic Model

A programme logic model is a picture of how your programme works. 

Reference: W.K. Kellogg Foundation. (2004) Logic Model Development Guide.



Detailed Logic Model

Reference: W.K. Kellogg Foundation. (2004) Logic Model Development Guide.



Case Reference 1: InterviewsConnect

InterviewsConnect is an initiative that seeks to build the capabilities of youths to navigate the working 

world. 

It is organised by Octopus8, a social enterprise which provides technology solutions to social service 

agencies and small medium enterprises in Singapore. It aims to create online communities by building 

bridges of trust between institutions, organisations and people.

Youths between 15 to 35 years old participated in a Head Start Workshop which builds their core skills 

in June 2022.

One virtual group mentoring session was organised in September for mentors to provide career 

advice, create a safe space for sharing and to support youths in gaining industry insights in business, 

hospitality, technology and engineering industries. 

Mentors were paired with up to 7 mentees for the group mentoring session, and mentees were tertiary 

students from local Polytechnics and Universities. Follow-up 1-on-1 mentoring sessions were up to the 

mentees’ initiatives.

25

Note: As the programme is still ongoing at the 
point that this case reference is written, mentor 
& mentees outcomes is not currently available. 
Follow Octopus8 for the latest information!

https://www.octopus8.com/


Logic Model Reference - InterviewsConnect
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Inputs Activities Outputs
Short-Term Outcomes

(within 6  - 12 months)

Intermediate Outcomes

(1 - 3 years)

Long-term 

Outcomes

(3 – 5 years)

• Human resource

• Software Tools

• Funding

• 4 runs of Career-
planning workshop each 
year

• 2 Pre-mentorship 
briefings

• Onboarding 2,000
youths to 
TrainingsConnect
platform

• 2 runs of 3-month 
mentorship

• 2,000 youths from 30 
institutions trained

• 400 mentors 
recruited

• 2,000 youths 
mentored

• Youths who participated in 
the programme increased in 
tenacity, confidence, career 
readiness, mental wellbeing & 
growth mindset competency 
[pre-post survey]

• Youths benefitted from the 
programme [Focus Group 
Discussion]

• Youths share success of the 
programme with other youths 
[Testimonials]

• Institutions provide positive 
feedback on the mentorship 
programme [Survey/ AAR]

• Mentors benefitted from the 
programme [Focus Group/ 
Survey]

• Youth mentors increased in 
civic engagement [pre-post 
survey]

• A greater number of 
youths in Singapore 
actively seek for 
mentorship 

• Institutions continue 
to leverage on 
industry mentors to 
provide networking/ 
career development 
opportunities for 
their students

• A greater number of 
mentors in Singapore 
supporting youths

• Youths in 
Singapore view 
mentorship as an 
integral part of 
their life

• Institutions 
incorporate 
mentorship as 
part of their 
curriculum

• A greater number 
of mentors in Asia 
and globally 
supporting youths

• Increase in 
availability of 
mentoring 
opportunities

Problem Statement: How might we continue increasing employment capabilities for the youth by preparing them so that they can gain employment and become 
more confident?



Case Reference 2:
Intergenerational Mentoring Programme (IMP)

• Collaboration between 8 organisations from 

Mentoring Alliance (MA) Singapore

• Targeted 240 youths, matched with older mentors

• Structured youth mentoring programme using 

positive youth development framework

• Programme ran from 2019 to 2021, with funding 

from NYC

27
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Case Reference 2:
Intergenerational Mentoring Programme (IMP)
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Case Reference 2:
Intergenerational Mentoring Programme (IMP)
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Key Questions for Evaluation

1. Based on the quantitative and qualitative data, to what extent has the 

programme achieved its desired goal and outcomes?

2. What are the key learnings and good practices MA can draw on to improve the 

impact of the programme?

3. Are there any aspects of the impact assessment framework and data collection 

methodology that can be improved to make it more practical and 

implementable?

Case Reference 2:
Intergenerational Mentoring Programme (IMP)



2) Process Evaluation

Objectives of Process Evaluation

• Process evaluation answers the question: How well is 

your programme being implemented?

• Ensures that programme is implemented in accordance 

to logic model, as a form of fidelity check

• Monitors outputs and activities

Abridged Tools

These are some process evaluation tools that you may 

consider based on the objectives of your programme

1. Checklist of Activities for Mentors and Mentees

2. Youth Mentor Focus Group Discussion Guide

3. Post-Programme Mentee and Mentor Survey Tool 

31



1. Checklist of Activities for Mentors and Mentees

Mentor

❑ Review mentee profile/ documents prior to first meeting

❑ Prepare conversation questions

❑ Set frequency of meeting and length

❑ Review summary notes (prepared by mentee)

❑ Agree on frequency of meetings and follow-up meeting dates 

and times

32

Reference: UCSF Mentor Development Program (MDP) Mentoring Checklist

Mentee

❑ Review mentor profile/ achievements prior to first meeting

❑ Prepare questions and propose agenda

❑ Discuss areas of interest, goals, action plans

❑ Prepare and share summary notes

❑ Agree on frequency of meetings and follow-up meeting dates 

and times

This activity checklist is designed to formalize 1-on-1 mentoring relationships. The responsibility is placed on the mentee to set goals and derive the most 

out of the mentoring relationship.

2) Process Evaluation During programme



2. Youth Mentor Focus Group Discussion Guide

Brief Introduction by Facilitator/ Researcher

• Thank participants for attending the session. State aims of discussion.

• Provide duration of discussion. Explain admin instructions (if any), and ensure participants are comfortable with observers’/ note-takers’ presence.

• Assure confidential of responses and explain if data will be shared & with whom.

Guiding Questions

1. How long have you been involved with the programme? 

2. What made you want to join the programme?

3. What activities have your participated in? Which activities were your favourite? Why did you list those activities?

4. What did you learn from being a mentor? 

5. Is there anything you think your mentee learned from you? In what ways do you think your mentee have changed because of the programme?

6. What was challenging about your role as a mentor? Would you require additional training and/ or resources to support you as a mentor?

33

Reference: Boston Medical Centre ( June 2017). Questions have been adapted to the local mentoring context.

2) Process Evaluation Post-programme

(Mentor)

https://www.bmc.org/sites/default/files/Patient_Care/Specialty_Care/Pediatrics%20-%20Autism/TEAM/Focus-group-mentor.pdf


3. Post-Programme Mentee and Mentor Survey Tool
- Preamble on Survey Data

A data dictionary explains what the data contains. It is a critical requirement for data understanding. For example:

Other standard fields for demographics include:

• Age. Consider asking for their Year of Birth (YYYY format), as this data is consistent over time

• Occupational Status. For youths, they may be a Secondary Student, ITE Student, JC Student, Poly Student, University Student,  (in) National Service Full-Time, 

Full-Time Employment, Part-Time Employment, Self-Employed, Unemployed, (or) Others. 

If your organisation is maintaining programme records, conducting a survey and/ or intends to share personal data with other parties, do seek consent from 

participants (or their legal guardians). E.g.:

• Registration for a mailing list: I consent to receive marketing materials on youth programmes and events from the National Youth Council (including Youth 

Corps Singapore and Outward Bound Singapore).

• Data sharing with a 3rd party: I consent to data sharing between Mentoring SG and National Youth Council, for the purposes of programme administration.
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Field Description Values

Name Name of the Mentee Text String

Sex Gender of the Mentee Male, Female

2) Process Evaluation Post-programme



3a. Post-Programme Mentee Survey Indicators

EFFECTIVENESS OF MENTOR

1 My mentor provided sufficient guidance. 5-point scale – SD to SA

2 My mentor provided useful feedback for my personal growth. 5-point scale – SD to SA

3 My mentor was able to facilitate learning through reflections and asking critical questions. 5-point scale – SD to SA

4 My mentor was able to point me to useful resources (e.g. career tools, reading materials). 5-point scale – SD to SA

5 [For group mentoring] The mentors were able manage the group effectively (e.g. encourage healthy group dynamics, 
resolve conflicts, etc.) 

5-point scale – SD to SA

OVERALL PROGRAMME FEEDBACK

6 Overall, I am satisfied with the mentoring programme. 5-point scale – Strongly Disagree 
(SD) to Strong Agree (SA) 

7 What worked well? Open-ended

8 What could be improved? Open-ended

9 I would recommend this programme to others. 10-point scale – SD to SA
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Reference: National Youth Council’s NYF Impact Assessment Toolkit

2) Process Evaluation Post-programme

(Mentee Survey)

These survey questions could be used to gather data on mentee’s satisfaction toward the mentor and overall programme. This is a non-exhaustive list of 

survey indicators.



3b. Post-Programme Mentor Survey Indicators
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Overall Programme Feedback Format

1 Overall, I am satisfied with the mentoring programme. 5-point scale – SD to SA

2 What is your communication arrangement with the mentee in terms of the communication mode and 
frequency?

Open-ended

3 What worked well in the mentoring programme? (e.g. recruitment process, onboarding, training, communication 
with programme staff, closure, etc.) 

Open-ended

4 How have you helped your mentee achieve his/ her set career objectives? Open-ended

5 Did you experience any difficulty during the mentorship period? If yes, please elaborate. Open-ended

6 What could be improved in future runs of the mentoring programme? Open-ended

7 I would recommend this programme to others. 10-point scale – SD to SA

Reference: Learning Report for Young NTUC Youth Career Network: Career Discovery & Mentorship Programme

2) Process Evaluation Post-programe

(Mentor Survey)

These reflection questions and survey questions could be used to gather data on mentor’s satisfaction of the mentoring relationship and contributing 

factors toward mentoring outcomes. This is a non-exhaustive list of survey indicators.



3) Measuring Relationship Quality

Objectives of Measuring Relationship Quality

• Measures the strength and quality of mentor-mentee 

relationships

• Helps identify the factors that contribute to positive relationships 

between mentors and mentees

Abridged Tools

These are some questions that you may incorporate 

into your evaluation tools, based on the objectives 

of your programme

1. Mid-Point Mentee Survey Indicators

2. Mid-Point Mentor Survey Indicators
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1. Mid-Point Mentee Survey Indicators
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Reference: Youth Strength of Relationship (YSoR) (Rhodes, Schwartz, Willis & Wu, 2017)

To what extent do you agree with the following statements? Format

1 My mentor has lots of good ideas about how to solve a problem. Using a 5-point Likert scale 
– 1: Not at all True to 5: 
Always True. 

# These questions need to 
be reverse-scored.

2 My mentor helps me take my mind off things by doing something with me.

3 # When I am with mentor, I feel ignored.

4 # When I am with my mentor, I feel mad.

5 When I am with my mentor, I feel safe.

6 # When I am with my mentor, I feel disappointed. 

7 My relationship with my mentor is very important to me.

8 # When I am with my mentor, I feel bored.

9 When something is bugging me, my mentor listens while I talk about it.

10 I feel close to my mentor.

3) Measuring 
Relationship Quality

Mid-Point

(Mentee Survey)



2. Mid-Point Mentor Survey Indicators
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Reference: Mentor Strength of Relationship (MSoR) (Rhodes, Schwartz, Willis & Wu, 2017)

To what extent do you agree with the following statements? Format

1 I am enjoying the experience of being a mentor. Using a 5-point Likert scale 
– 1: Strongly Disagree to 5: 
Strongly Agree. 

# These questions need to 
be reverse-scored.

2 # I expected that being a mentor would be more fun that actually it is. 

3 My mentee and I are interested in the same things. 

4 I feel confident handling the challenges of being a mentor. 

5 # Being a mentor is more of a time commitment than I anticipated. 

6 # I feel overwhelmed by my mentee’s family difficulties. 

7 My mentee has made improvements since we started meeting. 

8 # I sometimes feel frustrated with how few things have changed with my mentee. 

9 # My mentee and I are sometimes at a loss for things to talk about. 

10 # It is hard for me to find the time to be with my mentee. 

11 I think my mentee and I are well-matched. 

12 # I get the sense that my mentee would rather be doing something else. 

13 # My mentee has trouble sticking with one activity for very long. 

3) Measuring 
Relationship Quality

Mid-Point

(Mentor Survey)



4) Outcomes Evaluation

Objective

• Measure changes in individuals that result from 

participating in the mentoring programme - shifts in 

attitudes, behaviors, or knowledge/skills.

Abridged Tools

These are some outcomes evaluation tools that you 

may consider based on the objectives of your 

programme

1. Pre-Post Mentee Survey 

2. Pre-Post Mentor Survey 

3. Post-Programme Mentor Survey 

4. Checklist of Positive Youth Development Indicators
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1a. Pre-Post Mentee Survey Indicators – Life Skills and Soft Skills

41

CONFIDENCE (Our youths view themselves positively and believe they can succeed.) Format

1 I believe I have the ability to succeed in the things I want to do. Using a 5-point self-
reported Likert scale – 1: 
Strongly Disagree to 5: 
Strongly Agree

2 I feel that I have a number of good qualities.

3 I am able to do things as well as most other people. 

4 I believe I can achieve my goals.

5 I am confident I can succeed when I try my best.

TENACITY (Our youths persevere through difficulties to achieve their goals.)

6 I am able to persevere in the face of challenges. (slight rephrase)

7 I do not give up even after experiencing failure. (slight rephrase)

GROWTH MINDSET (Our youths view challenges as opportunities for growth.)

8 Difficult times are an opportunity for me to learn and grow as a person.

9 I believe it is important to challenge myself to grow. 

Reference: National Youth Council’s NYF Impact Assessment Toolkit

4) Outcomes Evaluation Pre-Post

(Mentee Survey)



1b. Pre-Post Mentee Survey Indicators – Life Skills and Soft Skills

42

MENTAL WELLBEING – EMOTIONAL AWARENESS (Our youths know the symptoms of mental and emotional distress.) Format

10 I know how to identify symptoms of mental and emotional distress. Using a 5-point self-
reported Likert scale –
1: Strongly Disagree to 
5: Strongly Agree

MENTAL WELLBEING – EMOTIONAL MANAGEMENT (Our youths are able to manage negative thoughts and feelings.)

11 I know how I can manage negative thoughts and emotions.

12 I know where to seek help when I have distressing thoughts and emotions beyond my control. 

13 If I have distressing thoughts and emotions beyond my control, I would seek help.

Reference: National Youth Council’s NYF Impact Assessment Toolkit

4) Outcomes Evaluation Pre-Post

(Mentee Survey)



1c. Pre-Post Mentee Survey Indicators – Career Preparedness
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Reference: National Youth Council’s NYF Impact Assessment Toolkit & OMW Impact Assessment study

CAREER PREPAREDNESS (Our youths understand what it takes to succeed in their career.) Format

14 I am aware of the skills that will help me to succeed in my career in future. Using a 5-point Likert 
scale – 1: Strongly 
Disagree to 5: Strongly 
Agree

LEARNING – KNOWLEDGE (Our youths have an understanding of the subject matter)

15 I am aware of the potential pathways that I can take to achieve my career goals

16 I am aware of the different resources available to know more about potential pathways to make an informed decision

17 I am aware of the job scope in the potential career pathways of my choice

LEARNING – SELF-AWARENESS (Our youths are aware of their personal qualities and abilities)

18 I have a good understanding of how I can leverage on my personal interests/understanding to make informed decisions about 
my potential education and career pathways.

19 I have a good understanding of my career interests.
(*Career interests refer to professional pursuits that lead to employment.)

20 I have a good understanding of my own strengths/weaknesses to make informed decisions about my potential education and 
career pathways

ATTITUDE & INTENDED BEHAVIOUR – CONFIDENCE (Our youths view themselves positively and believe they can succeed)

21 I am confident I can make informed decisions about my education and career pathways

ATTITUDE & INTENDED BEHAVIOUR – PROACTIVENESS (Our youths take initiatives)

22 I believe I will take the initiative to network with my peers and seniors to know more about my education and career pathways.

23 I believe I will take the initiative to analyze all possibilities before I choose my education and career pathways.

4) Outcomes Evaluation Pre-Post

(Mentee Survey)



2. Pre-Post Mentor Survey Indicators

44

CIVIC ENGAGEMENT – COMMUNITY (Our youths take an interest in the community and actively seek to improve the lives of 
others.)

Format

1 I believe I have a role to play in improving the community. Using a 5-point self-
reported Likert scale – 1: 
Strongly Disagree to 5: 
Strongly Agree

2 I actively participate in efforts that help to improve the community.

3 I feel a strong conviction to give back to the community.

4 I encourage my peers to participate in activities that help to improve the community.

EMPATHY (Our youths are able to place themselves in the shoes of others.)

5 I put myself in the shoes of others to understand how they feel.

MENTAL WELLBEING – EMOTIONAL SUPPORT (Our youths are able to support others who are struggling mentally and 
emotionally.)

6 I am able to support those struggling mentally and emotionally.

Reference: National Youth Council’s NYF Impact Assessment Toolkit

4) Outcomes Evaluation Pre-Post

(Mentor Survey)



3. Post-Programme Mentor Survey Indicators

45

COMPETENCE Format

1 Being a mentor has strengthen my knowledge and skills in communication Question stem “Please 
rate how you feel about 
the following statements”

Using a 5-point self-
reported Likert scale – 1: 
Strongly Disagree to 5: 
Strongly Agree

CONFIDENCE

2 Being a mentor has increased my sense of fulfilment (feeling of happiness and satisfaction because you are doing interesting, 
useful or important things)

CONNECTION

3 I care about my relationship with my mentee(s)

4 I enjoy supporting my mentee(s)

CONTRIBUTION

5 I have provided guidance and direction to my mentee(s) by being sensitive to my mentee(s) feelings and thoughts

6 I have provided guidance and direction to my mentee(s) by listening effectively and acknowledging the message

Reference: Adapted from an Impact Assessment Study of Mentoring Alliance’s Service Model, by Conjunct Consulting

Note: Indicators were selected if average scores were above 4.2 in previous study. Enhanced competence in empathy was omitted as this could be measured 
through pre-post outcomes indicator.

4) Outcomes Evaluation Post-Programme

(Mentor Survey)



4. Checklist of Positive Youth Development Indicators 
– Academic and Educational Guidance
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Reference: Adapted from ACT! SG Framework and Tools (Short Form). 

Note: Suggested usage as an observational checklist by mentor, teacher, or programme coordinator. Questions were typically applied for youths from more 
vulnerable backgrounds, where behavioural changes are more likely to be observed.

Achieving - Academic Achievement

1 My mentee has improved in overall school attendance

2 My mentee achieved better grades than expected in school

Achieving - Goal Setting

3 My mentee has identified realistic goals (both short and long-term)

4 My mentee was able to identify barriers to his/ her goal attainment, with a focus on solution to the barriers

Connecting – Positive Relationships & Community Connectedness

5 My mentee is able to seek appropriate assistance and support from peers/ adults in resolving problems

6 My mentee feels a sense of belonging in the community

Thriving – General Self-Efficacy (Psychological Capital)

7 My mentee is aware of his/ her abilities

8 My mentee is able to adapt to and manage difficult situations

Thriving – Safety and Risk Awareness

9 My mentee avoids taking part in bullying behaviours

10 My mentee does not engage in harmful behaviours (e.g. smoking, self-harm, using drugs and/ or being violent)

4) Outcomes Evaluation Post-Programme

(Mentor Observation)



5) Strengthening Evaluation 
Practices

Partner with an external evaluator and seek 

out assistance. 

If you require more support to evaluate your 

mentoring programme, you can consider 

reaching out to some of these independent 

researchers/ research companies for 

assistance:

• Conjunct Consulting –

partners@conjunctconsulting.org

• Empact – bryan.choong@empact.sg

• Just Cause – info@justcauseasia.org

• Soristic Asia – connect@soristic.asia
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Quick Start to Survey Analysis

Data Types Mean / Delta Scores Example

Pre-post data ▪ Mean delta score

• Changes in mean scores over 2 time points: pre- and 

post-programme

→ Degree of change in youths’ awareness, attitudes 

or behavior as a result of the programme

• Ideally, match responses from individuals using an 

unique identifier (e.g. Name, email address)

Most youths believe they have increased in their ability to succeed 

in the things they want to do post-programme. 

Post-only 

data

▪ Mean/ average score for the survey question

I believe I have the ability to succeed in the things I want to do

11 8

35
20

49

56

5
16

I believe I have the ability to

succeed in the things I want

to do (pre)

I believe I have the ability to

succeed in the things I want

to do (post)

Strongly Agree

Agree

Neither Agree nor Disagree

Disagree

Strongly Disagree

Overall, I am satisfied with the mentoring 
programme

Agree

75%

Strongly 

Agree

25%

If you are considering to analyse the surveys in-house to determine if desired changes took place, these are basic ways to report the survey data. 

Pre-Score Post-score Delta

4 5 1 (+ve change)

4 4 0 (no change)



49

Quick Start to Survey Analysis
For YSoR and MSoR surveys, there are indicators that needs to be reverse-scored. Reverse scoring means that recoding of responses is required, in
the opposite direction of the scale. (E.g. 1: Not at all True would be recorded to 5: Always True.)
This is necessary when researchers/ instrument developers had purposefully and intentionally written some items in a different direction.
Do reverse-score and recode responses before running further survey analysis.

To what extent do you agree with the following statements? Original Format Illustration of Actual 
Score

Scores for Computation

1 My mentor has lots of good ideas about how to solve a 
problem.

Using a 5-point Likert scale –
1: Not at all True to 5: 
Always True. 

# These questions need to 
be reverse-scored.

5 5

2 My mentor helps me take my mind off things by doing 
something with me.

4 4

3 # When I am with mentor, I feel ignored. 2 4

4 # When I am with my mentor, I feel mad. 1 5

5 When I am with my mentor, I feel safe. 5 5

6 # When I am with my mentor, I feel disappointed. 2 4

7 My relationship with my mentor is very important to me. 4 4

8 # When I am with my mentor, I feel bored. 2 4

9 When something is bugging me, my mentor listens while I talk 
about it.

5 5

10 I feel close to my mentor. 5 5

Average Score 4.5
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Additional Resources



Resources on Development of Impact Measurement Framework

1. A short guide: Developing an impact Measurement Framework by Investment Impact Index: 

https://investmentimpactindex.org/wp-content/uploads/2020/05/III-A-short-guide-How-to-develop-an-impact-measurement-

framework-Digital.pdf

2. Impact Measurement: An introductory guide for Irish social enterprises and charities on using LM, Theory of Change and Social

Return on Investment to Measure Impact by Quality Matters (2013): http://qualitymatters.ie/wp-

content/uploads/2014/08/quality-matters-impact-measurement-guide.pdf

3. Common Problems in Impact Assessment Research by US AID (2008): https://pdf.usaid.gov/pdf_docs/pnadn201.pdf
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Resources on Building a Logic Model

1. JUSTCAUSE impact measurement resources with case studies from non-profits in Southeast Asia: 

https://www.justcauseasia.org/impact-management-library

2. “Building a Logic Model” by Mentor.org : https://www.mentoring.org/resource/getting-started-with-program-evaluation-1-

building-a-logic-model/

3. Kellogg Foundation Logic Model Development Guide: www.wkkf.org/resource-directory/resource/2010/w-k-kellogg-foundation-

evaluation-handbook

4. “A Guide to Effective Impact Assessment” by Asian Venture Philanthropy Network (AVPN): www.avpn.asia/wp-

content/2016/AVPN-IA-report-2016-web.pdf

5. “A Practical Guide to Measuring and Managing Impact” by European Venture Philanthropy Association (EVPA): 

www.oltreventure.com/wp-content/uploads/2015/05/EVPA_A_Practical_Guide_to_Measuring_and_-Managing_Impact_final.pdf

6. “How to Develop a Program Logic Model” by Corporation for National & Community Service: 

www.nationalservice.gov/sites/default/files/upload.OpAC%20Logic%20Model%20draft%20in%20progress.pdf

53

https://www.justcauseasia.org/impact-management-library
https://www.mentoring.org/resource/getting-started-with-program-evaluation-1-building-a-logic-model/
http://www.wkkf.org/resource-directory/resource/2010/w-k-kellogg-foundation-evaluation-handbook
http://www.avpn.asia/wp-content/2016/AVPN-IA-report-2016-web.pdf
http://www.oltreventure.com/wp-content/uploads/2015/05/EVPA_A_Practical_Guide_to_Measuring_and_-Managing_Impact_final.pdf
http://www.nationalservice.gov/sites/default/files/upload.OpAC%20Logic%20Model%20draft%20in%20progress.pdf


Resources from Local Mentoring Practitioners

Tools 

1. Young NTUC and Bold at Work. E-Journal – Career Hacks: Your Guide to making the most out of your career experience. 

Retrieved from https://www.lit.sg/career-hacks

2. Young NTUC. Learning Report for Young NTUC Youth Career Network: Career Discovery & Mentorship Programme.

Impact Report Publications

1. Yayasan MENDAKI. Future-Proofing Our Community: Annual Report 2021. Pages 51 – 53. Retrieved from 

https://www.mendaki.org.sg/resources/

2. Advisory. 2021 Impact Report. Retrieved from https://advisory.sg/advisory-2021-impact-report/

3. Halogen Foundation Singapore. Annual Report 2021. Page 21, 34. Retrieved from https://halogen.sg/annual-financial-report/
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For more information regarding youth trends 
and insights, please contact NYC Research at 

NYC_Research@nyc.gov.sg 

Youth Statistics in 
Brief 2021

YOUTH.sg: The 
State of Youth in 
Singapore 2021

https://www.nyc.gov.sg/en/initiatives/resources/youth-statistics-in-brief/
https://www.nyc.gov.sg/en/initiatives/resources/national-youth-survey/
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If you are keen to add to our library of local mentoring case studies and resources, please contact 

Mentoring SG at academy@mentoringalliancesg.com
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