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Session Objectives

1. Use data to drive decision-making to identify solutions 
to meet a need

2. Understand how to build and customize a mentorship 
program to focus on a regional/ local need

3. Design an evaluation model to measure 
successes/challenges of intensive technical assistance



Identifying the 
Need



2019 Workforce 
Needs Assessment

Most respondents had been in the 
field for 5 years or less or 10 years 
or more. 
5 years = New professional
≥10 years = Advanced professional

7%

30%

17%

26%

20%

Less than 1 year

1 to 5 years

5 to 10 years

10 to 20 years

More than 20 years

27% of respondents said they 
were a Certified Prevention 
Specialist and 38% reported 
interest in becoming certified



25%

27%

48%

27%

16%

58%

No

Unsure

Yes

New professionals Advanced professionals

Training & Career 
Development 
Opportunities

47% of professionals 
indicated a need for 
mentoring/ coaching

Adequate Educational or Training 
Opportunities

Access to Career Development
Opportunities

9%

26%

31%

30%

4%

2%

16%

24%

47%

10%

0% 10% 20% 30% 40% 50%

Strongly disagree

Disagree

Neutral

Agree

Strongly agree

New professionals Advanced professionals



Rationale

• Feedback from the New England 
PTTC Needs Assessment conducted in 
2019, and from other prevention 
providers in New England indicated the 
need for mentors for newer prevention 
professionals, particularly where they 
work in organizations where 
organizational supervisors may have 
little to no substance use disorder 
prevention background.

• A mentor program is needed to 
provide a structured process for 
prevention professionals to receive 
guidance and coaching from 
experienced professionals in the field.



Theory of Change

The current 
prevention 
workforce 
varies in 

education and 
quality. 

So 

Current 
prevention 

professionals 
will receive 
high quality 
training and 

technical 
assistance 
through the 

New England 
PTTC and 
mentorship 
program.

To

Increase the 
education of 

current 
prevention 

professionals 
and increase 

workforce 
retention.

So

Prevention 
professionals 

represent a  highly 
qualitifed, culturally 

competent  
workforce that is 
representative of 
the population it 

serves. 

Highly qualified 
workforce helps to 
prevent substance 

use and abuse.



Goal & 
Objectives

The ultimate goal of the program is to increase 
the retention and quality of a prevention 
workforce that is educated, qualified, 
culturally competent, diverse, and growing.

Four Primary Objectives

 Establish a cohort of prevention mentors in each of the six New England 
states.

 Provide a structured process for new prevention professionals to receive 
guidance and counsel from experienced professionals in the field.

 Create opportunities for experienced professionals to enhance their 
leadership skills and share their experience with the newer prevention 
professionals.

 Assist prevention professionals to plan career advancement.



Pilot 
Timeline

Planning and start up 
for the pilot took nearly 
a year!

2022

2021

2020December
Workforce needs assessment finalized

July
Began mentor/ mentee recruitment

October
Year 1 pilot kickoff

January
Cohort meeting & training

February
Mentor-requested meeting

May 
Summer school

March
Cohort meeting & training

June
6-week mentor course

August 
School of Best Practice (mentors)

October
End of year 1

January
Developed Mentorship Pilot 

subcommittee



Pilot 
Planning & 
Design



Logic 
Model

Inputs Intervention Outputs Outcomes
New and 
seasoned 
prevention 
professionals

Orientation for 
mentorship 
program

In-person and 
virtual meetings 
between 
mentor/mentee

Leadership 
training for 
mentors 

Quarterly cohort 
meetings

Number of 
prevention 
professionals 
participating in 
pilot

Number of times 
mentor/mentee 
met

Number of 
trainings 
attended

Number of 
mentees with 
completed 
professional 
development 
plans

Satisfaction with 
mentoring program

Increased knowledge 
and application of key 
prevention fundamentals 
and topics

Improved professional 
performance

Improved identity 
development

Increased certified 
prevention specialists

Increased retention of 
prevention workforce



Evaluation Outcomes

• By the end of the 12‐month pilot, mentees will have an increased 
knowledge and application of key prevention fundamentals, and they will 
have obtained or scheduled the exam to take their state’s prevention 
professional certification.  
• By the end of the 12‐month pilot, 90% of participants will report 
satisfaction with the mentorship program and willingness to refer the 
program to peers. 
• By the end of the 12‐month pilot, mentees will have an outlined plan 
for their career path and report improved professional performance. 



Using the SPF 
Model to Further 
Domain Learning

IC&RC Prevention Performance Domains

• Domain 1: Planning and Evaluation
• Domain 2: Prevention Education and  

Service Delivery
• Domain 3: Communication
• Domain 4: Community Organization
• Domain 5: Public Policy and 

Environmental Change
• Domain 6: Professional Growth and

Responsibility



Program Design

1:1 MENTOR/ 
MENTEE 

MEETINGS

COHORT 
MEETINGS

FOLLOW UP TRAINING & 
SUPPORT



Referral & 
Application 
Process



Application & 
Recruitment

• Began in July 2020, with goal of 
recruiting 12 mentors and 12 
mentees to represent each of the 
six New England states. 

• Roles and responsibilities 
outlines for potential applicants

��������	�
�����

Mentees are self‐motivated individuals who are committed to 
personal and professional growth. An ideal mentee will take the 
opportunity to ask questions and is open to constructive feedback. 

Mentors will serve as a guide to your mentee, supporting their 
professional goals as determined by their mentee self‐assessment 
and outlined in their Professional Development Plans. 



Overcoming 
Barriers to 
Recruitment

Barrier Solution
No centralized way to find 
candidates Mentorship Pilot Committee

Brand new program, need to 
educate workforce Mentor Recruitment Packet

Time commitment for mentors and 
mentees

Commitment Letters to 
Organizations

• The Mentorship Pilot Committee identified 
likely barriers and designed solutions ahead 
of time.  



Mentor/ Mentee 
Matching

• Mentors/ mentees completed 
self-assessments to help 
program committee pair teams 
effectively. 
• Mentors/mentees were 
matched based on state, 
prevention domain needs, 
organizations, and other factors.



Mentorship Pairs Year 1 matched 12 mentors to 15 mentees 
across the six New England states. 

Maine
2 mentors and 2 mentees

Massachusetts
2 mentors and 2 mentees

Vermont
2 mentors and 3 mentees

Connecticut
2 mentors and 4 mentees

New Hampshire
2 mentors and 2 mentees

Rhode Island
2 mentors and 2 mentees



Cohort 
Curriculum



Cohort Meetings 
& Trainings

Ideally, mentors and mentees would have 
met in-person and the New England PTTC 
would have provided travel stipends.
COVID didn’t see it that way. 

�	�������
	�����	�
������� ����
�����



Mentorship 
Pilot 
Kickoff

Program introduction

Timeframe

• Monthly meetings with 
mentor/mentee

• Professional Development Grid to 
outline goals and growth

• Monthly work plan to guide the 
session

• Session feedback forms to report 
back about sessions

Participant expectations

Requests for trainings and TA



Professional 
Development 
Grid
• Mentors and mentees 

were given this 
document to determine 
their personal goals and 
desired outcomes for 
the program, and to 
consider their career 
track moving forward.



Work Plans

• Mentors and Mentees 
were asked to build this 
work plan together as a 
foundation for their 
partnership and flexible 
tool to incorporate 
changing needs for 
learning over the course 
of the program.



Cohort Meetings 
& Trainings

• Requests for training

• Communication
• Mentor skill-development
• Leadership skills



Evaluation



Five Areas of Evaluation

Meetings and 
communication

Expectations 
and feedback

Career 
development

Certification 
support

Psychological 
support



Evaluation Questions



Evaluation Questions Cont.



Data Collection

• Participants complete pre-program survey
• Participants receive workbooks
• Partcipants complete work plan

Start-Up Activities

• Participants discuss work plans
• Participants complete professional development work plan

First Session

• Teams meet monthly and complete session feedback form (1 per meeting)
• Review/ update professional development plan

Monthly

• Partcipants complete post-program survey
Program Close



Expectations
Most participants joined the pilot to work with other 

prevention professionals and advance their careers. 

8%

25%

58%

42%

83%

100%

100%

29%

14%

29%

57%

14%

57%

86%

0% 50% 100%

Other (please specify)

Recommended by a peer

Interested in learning more about IC&RC
prevention domains

Recommended by my supervisor

Interested in becoming a Certified
Prevention Specialist (CPS) via IC&RC

Interested in advancing my career

Interested in meeting/ working with other
prevention professionals

Mentor Mentee



Psychological Support
While a lot of participants reported feeling isolated in their 

job, they also hoped to use the pilot to network and 
interact with people they may not have met otherwise. 

8% 25%

29%

25%

29%

17%

8%

33%
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Readiness 
to Change

• While some participants 
did not see a need to 
adapt their practice or 
that of their organization 
prior to the pilot, most 
people reported that their 
organizations were willing 
to let them make changes 
if they wanted to.
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Meetings & Communication
The pilot is not as time intensive as participants expected 

and pairs seem to communicate well. 

• Most people spend 30 
minutes or less preparing for 
monthly meetings. 

• 96% of mentors and 100% of 
mentees report that monthly 
meetings are easy or very 
easy to schedule with each 
other. 

• All but one meeting for one 
mentor/mentee pair have 
been conducted virtually or 
over the phone. 

14%

55% 54%

18%

43%

34% 43%

82%

43%

11% 4%

0%

20%

40%

60%

80%

100%

Mentee Mentor Mentee Mentor
Expected Actual

30 minutes or less Between 31 and 60 minutes
61 minutes or more



Career Development
Mentees were more likely than mentors to expect the pilot to have 

a profound or enduring impact on their quality of work, career 
advancement, and confidence/ self-direction. 

• 67% of mentees had 5 or 
fewer years of experience in 
prevention when the pilot 
began.

• 100% of mentors had 5 or 
more years of experience and 
43% had more than 10 years 
of experience. 
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Career 
Development 
Cont.

Less than half of pilot participants are not 
sure if they will remain in the prevention 
field for the remainder of their career. 

8%

42%

50%

43%

57%

0% 20% 40% 60%

Planning to leave
for another career

at some point

For the remainder
of my career/ until

retirement

Unsure

Mentor Mentee

Top Reasons for Unsure/ Leaving

• Not planning to leave, but open to 
opportunities

• Family might move out of state
• Not my original field of study or 

area of interest
• Follow the grant money



Certification Support
71% of mentors and 8% of mentees were Certified 

Prevention Specialists when the pilot began

• Of those who weren’t certified, 
75% of mentees and 14% of 
mentors were interested in 
certification. 

• Mentors and mentees not 
interested in certification 
differed in their reasons. 

14%

8%
8%

0% 5% 10% 15%

Mentee

Mentor

It is too expensive

I do not know much about what a CPS is

If my position required it and would pay for
the exam, I would pursue it.



Domain 
Skill Level

• Pilot participants rated 
themselves as least 
proficient and most in 
need of development 
in Domain 5. 4.1

4.1

3.9

3.5

3.3

3.0

11.5

12.4

12.3

13.1

13.8

14.3

0.0 5.0 10.0 15.0 20.0

Domain 6: Professional Growth
and Responsibility

Domain 2: Prevention Education
and Service Delivery

Domain 3: Communication

Domain 1: Planning and
Evaluation

Domain 4: Community
Organization

Domain 5: Public Policy and
Environmental Change

Development Proficency



Domain Focus
Pairs have spent time discussing all 
IC& RC Domains but have spent 
more time on some areas in which 
they were most proficient.

8%

10%

7%

16%

15%

21%

23%

6%

8%

10%

11%

18%

19%

27%

0% 5% 10% 15% 20% 25% 30%

Domain 5: Public Policy and
Environmental Change

Domain 4: Community Organization

Other

Domain 3: Communication

Domain 1: Planning and Evaluation

Domain 2: Prevention Education and
Service Delivery

Domain 6: Professional Growth and
Responsibility

Mentor Mentee

“Other” responses 
included structure of 
prevention, supervision 
of staff/interns, self-care, 
board development, CPS 
certification, professional 
development plan, SPF, 
and logic models. 



Mentor 
Feedback

Mentors appear to 
struggle to help 

their mentee 
network and 

knowledge transfer.  

Were you able to help your mentee 
make any networking connections 
this month?

My mentees knowledge and 
application of prevention 
fundamentals, domains has 
improved since our last session.

Yes 36% Agree 44%

No 64% Somewhat agree 35%

Neutral 20%

Somewhat disagree 0%

Disagree 0%



Mentee 
Feedback

My mentor provides timely 
responses between meetings to 
answer my questions.

My mentor helped me brainstorm new 
ideas or troubleshoot specific 
problems.

Agree 89% Agree 87%
Somewhat agree 2% Somewhat agree 8%
Neutral 6% Neutral 6%
Somewhat disagree 4% Somewhat disagree 0%
Disagree 0% Disagree 0%

My mentor helped me to make 
connections and network with others 
in the prevention field.  

My mentor helped me work on my 
career advancement.

Agree 62% Agree 74%
Somewhat agree 17% Somewhat agree 9%
Neutral 17% Neutral 15%
Somewhat disagree 0% Somewhat disagree 2%
Disagree 4% Disagree 0%

Mentees appear 
least satisfied with 
the ability of their 

mentor to help them 
network and work 

on career 
advancement.  



Feedback
Mentors and mentees largely agree on areas in 

which mentees need extra support. 
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13%

7%

7%

20%

17%

26%
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24%

33%

0% 5% 10% 15% 20% 25% 30% 35%

Understanding of substance use

Other

Use of evidence-based practices

Domain specific knowledge

Career planning

Staff supervision/ mgmt techniques

Networking

Prevention certification planning

Mentor Mentee

“Other” responses 
included coalition 
building, workflow, 
and intraoffice 
dynamics. 



Planning 
for Year 2



Lessons 
Learned

Getting people to complete data collection 
isn’t always easy

Mentors need and want training on how to 
be a good mentor

Scheduling meetings throughout the year is 
time consuming, and sometimes it is difficult 
to get people to attend

Participants were not as forth coming about 
training needs as anticipated

Cross referencing PDF responses takes 
more time and effort than necessary

Mentors and mentees want more training 
opportunities for their unique needs/ 
interests



Changes for Year 2
Offer stipend for 
completed evaluations 
and session feedback 
forms

Implement mentor training 
ahead of the first cohort 
meeting

Implement monthly 
trainings for alternating 
groups (mentor, mentee, 
cohort)

Reframe the 12-month 
program into a 9-month 
program to build in mentor 
training

Create online survey form 
for self-assessments and 
professional development 
grids

Schedule all meetings/ 
trainings and training 
topics prior to Year 2 
kickoff



Possible Adaptations for 
Interested States/  

In-person 
versus virtual 

platforms
Scaling up Other regional 

considerations



Questions?

52



New England 
Prevention 
Specialist 
Onboarding 
& Orientation 
Roadmap 
2021

Download the Roadmap!



Year 1: 
Mentorship 
Workbook

Includes: 
• mentor and mentee documents, 
• sample letters to organizations, 
• self-assessments, 
• instructions on how to make 

SMART goals, 
• professional development grid, 
• monthly workplan for sessions, 

and 
• links to pre and post surveys.

Request the Workbook!
sjohnson@adcareme.org


