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Report on the findings from the first implementation of the mentors' coaching programme – CILSDGC 

 

Introduction 

The goal of our LeGMe mentoring programme is to support the mentees’ personal development. The mentees 

are children of primary school age (especially children in a disadvantaged social position). Hence, the mentor 

training/ coaching programme was developed and has been evolving so as to prepare the mentors for this role 

of supporting the mentees. 

In Romania, the mentor trainers / coaches are at the same time the mentoring programme developers and 

the mentor training programme developers. As some of the mentors (people in a socially disadvantaged 

position – pensioners, unemployed people, students) and their mentees are located in cities other than Cluj-

Napoca, we have mentor coordinators in Bucharest and Suceava, as well as in Cluj-Napoca. The mentor 

coordinators are generally not mentors as well. 

Coaching is a form of support for the mentors’ professional development, which implies shared reflection on 

the mentors’ direct experience with the program, incidents and learning from them, and mutual support 

among the mentors and between the mentors and the mentor coordinators in identifying solutions to specific 

issues. 

 

Our monitoring and evaluation (M&E) system 

Our mentoring programme monitoring and evaluation system was developed as shown below: 

Whom to ME What to ME How to ME When to ME Who does the ME 

the Mentors Assess learning 
needs  

Interview  Prior to training The mentor 
trainers/ 
coordinator Direct observation 

Questionnaire 

Focus group 

At the beginning of 
the programme, 
during mentor 
training Day 1 

Monitor progress Learning logs/ 
reflective diaries 

During the 
programme, every 
6 weeks 

Assess the 
mentoring process 

Portfolios During and at the 
end of  the 
programme 

the Mentor 
trainers/ coaches 

Adequate content 
and methodology 
of the mentoring 
programme  

Checklist 

 

 

At the beginning of 
the programme, 
prior to mentor 
training/ coaching 

The mentoring 
programme 
coordinator 

Monitor the 
mentors’ transfer 
of learning and the 
mentoring process 

Direct observation 

Learning logs 

During the 
programme 
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the Mentor 
coordinator 

Monitoring and 
supporting 
mentors  

Reports During the 
programme, every 
3 months 

the Mentees  Assess learning 
needs 

 

Mentee interviews 

Mentee written 
stories or drawings 

At the beginning of 
the programme 
and during the 
programme 

The mentors 

The mentor 
coordinator 

Assess progress  Mentor report 

Mentee written 
stories  

During the 
programme 

At the end of  the 
programme 

Table 1. CILSDGC Monitoring and Evaluation System  

 

Findings from M&E of the mentors’ training/ coaching programme 

 

We will discuss the findings for each category of persons who have been the target of the M&E system one 
by one. 

The mentors  

The mentors were monitored and evaluated for the following purposes:  

- Assess learning needs: this was done in two steps: a) prior to the training through interviews 
conducted by the mentor coordinator(s) who identified the potential mentor; b) on the occasion of 
the first training (summer of 2014).  As a result of the interviews, which targeted the potential 
mentor’s interest and adequacy for the role of mentoring, the mentors were invited to the first 
training. During the first training, we observed the potential mentors as they interacted with each 
other and as they responded to tasks, and gave them a questionnaire in two parts: one to assess 
their self-esteem, and one to find out their learning needs. Depending on their response to the 
second part of the questionnaire, we developed the second training (autumn of 2014). In addition, 
depending on their learning about the programme from the first training, the potential mentors 
accepted to sign the volunteering contract (thus committing to becoming a mentor) or not.  

- Monitoring of the mentors’ progress in development has been done by face-to-face meetings, which 
take place roughly every six weeks. This entails direct meetings in the three centers (Cluj-Napoca, 
Suceava and Bucharest) between the mentors and the mentor coordinator(s). In the discussions, we 
found out what the mentors thought went well in the mentoring programme, and what support if 
any they needed. In general, the mentors were confident of their skills and the kinds of activities 
they did with the children. However, one mentor wanted tips for activities, so the group of mentors 
contributed such tips. 

- Assess the mentors’ performance in the mentoring programme implementation is done by means of 
their evolving electronic portfolios where they make entries after every meeting with the mentee. 
These entries are collected on a closed Facebook group, and they are evidence of what the mentors 
have done with the mentees, and what they learnt about their mentees, about themselves. When 
the mentors write about difficulties encountered, the mentor coordinators try to provide specific 
support. Also, when the mentors share things that the mentor coordinators have questions about, 
then they can address those questions. 

The assessment of the (potential) mentors’ learning needs went well, the design of the training/ coaching 
sessions and the instruments we used for data collection proved effective as there were a lot of sources of 
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information. The major difficulty was that we had to repeat the training several times, as the (potential) 
mentors had difficulty attending. However, the good side was that the groups of trainee mentors were small, 
so we could observe mentors very carefully. Also, given that the programme is relatively for a long time, we 
had difficulty identifying mentors who would fit the required profile, but in truth, we did not cooperate with 
any volunteers’ centre, which in the future could be done to help recruit mentors. 

Most of the mentors are using the Facebook group to build their electronic portfolio, and they write regular 
entries after their meeting with their mentee, so we get to learn about what activities the mentor did with 
the mentee, and how things went. I would highly recommend this form of monitoring for future 
programmes as well.  

As the mentor coordinators have a relative small group of mentors to supervise, the face-to-face meetings 
are also quite easy to organize, and where face-to-face fails, people can attend by skype, which is what we 
did in Cluj-Napoca on the occasion of the first such monitoring activity.  

 

The mentor trainers/ coaches 

These were monitored by the mentoring programme coordinator as follows: 

- To judge the adequacy of the content and methodology of the mentoring programme, at the 
beginning of the programme, prior to mentor training/ coaching, the mentoring coordinator worked 
closely with the mentor trainer to finalize mentoring programme concept. Later, the mentoring 
programme coordinator made judgments about the mentor training agenda and the hand-outs, as 
well as the reports produced after the mentor training workshops.  

- To monitor the mentors’ transfer of learning and the mentoring process, the mentoring coordinator 
is monitoring (reading) the entries on the Facebook group, and when necessary steps in which 
questions or comments for the mentor trainers/ coaches.  

Collaboration between the mentor trainers and the programme coordinator went well, and there were no 
difficulties in this aspect. Careful selection of the mentor coordinators in each location was key. 

The mentor coordinator  

The mentor coordinator is monitored by the mentoring programme coordinator through the reports which 
the coordinator produces periodically.  

The Facebook closed group was a good mean for reporting – also for the mentor coordinators.  

The programme ‘lost’ some of the volunteers (mentors) for different reasons. The result was that one of the 
mentor coordinators started to do mentoring with 2 children and later, with 3 children and a partly trained 
mentor helped her.  
Lessons to be learnt for the future include:  the mentoring programme should start with more volunteers 
than needed (have a reserve list); include in the initial training a session on what volunteer work means 
(rights & responsibilities of the volunteer); use volunteers’ organisations for identifying volunteers/ mentors 
– don’t use (only) personal relationships for identifying the volunteers/ mentors. 

Not all mentor coordinators reported – and not all the mentors regularly reflected on their mentoring 
activities. We have to decide what we do in such situation. Till now we were only waiting and expected that 
people would post their reflections. 
Possible solution: Mentor coordinators should ask, on the Facebook group, for the mentors’ reflection on a 
weekly basics or get in touch by telephone with the mentor; the programme coordinator should ask, on the 
Facebook group or by other means, for the missing mentor coordinators reports. 

Starting the implementation of the mentoring programme with children in very difficult situations (one child 
who lives in a child-care organisation, children who live in Roma communities) brought some new issues in 
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the programme – the need of contacting the county administration/ organisation dealing with the 
transportation of Roma children to school.  
Solution: mentors coordinators should integrate in the mentors coaching programme relevant information 
about practical aspects related to the organisation of the mentoring programme/ activities. 

 

 

The mentees 

The mentees have been assessed as follows: 

- Their learning needs were identified together with the school/ parents who proposed them for the 
programme, and in the matching event at the start of the mentoring programme. The mentees did 
drawings, discussed with their potential mentors using a small questionnaire and thus the 
compatibility between the two and the learning needs of the mentee were identified.  

- The mentees’ progress is monitored and assessed by the mentors through direct observation; in the 
Facebook group entries that the mentors write after each meeting, the coordinators get to learn 
about the mentees’ progress.  

The meeting where the potential mentors and mentees were matched went well: parents and social workers 
in charge of the children from social assistance programmes attended, and the children had a good time 
getting to know the mentors, while the programme coordinator had time to discuss with the children’s 
carers and teachers. Some of the parents changed their mind when they heard what the programme was 
about, some may have had higher expectations, so not all those who attended the matching meeting ended 
up being part of the programme. Also, the mentors had to adapt, because some of the children (e.g. in Cluj-
Napoca) had much more serious need of support than our mentoring programme could offer, therefore a 
group of mentors decided on weekly meetings with more than one child (three children/2 mentors).  

 

Synthesis of the findings  

In our opinion, the mentors’ training and coaching programme has gone well: learning needs were identified 

adequately in the first training, and the second training could be designed so as to meet those needs identified 

in the first.  

The monitoring of progress in the mentors’ performance and the mentees’ learning is very successful using 

the closed Facebook group. Mentors can learn from each other’s activities, and the coordinators are constantly 

informed about what is happening in the programme. 

Where we need to improve is in the recruitment of the mentors and the mentees.  As concerns the recruitment 

of the mentors, we need more time and better promotion of the programme, coupled with better cooperation 

with specialised organizations (e.g. ProVobis, in Cluj-Napoca). For the recruitment of the mentees, we need to 

make it clearer to the schools / carers what kind of support we can provide, and what level of expertise the 

mentors have. Some of the mentees are clearly a challenge. We can take this challenge, but need better, 

differently trained mentors and a different structure of the mentoring programme for those children who 

come from a highly challenging family background, and whose basic skills are at a stage of development that 

makes it difficult for them to keep up with the rest of the class.   

 

 


