ECNM Specialist Engagement Theory of Change
Every Child Needs a Mentor
Purpose for service design commissioning and evaluation
ECNM’s theory of change explains how our Asset-Based Mentoring approach can help children, young people and families move from stalled engagement towards meaningful progress. It connects our direct work with the reported changes in the case studies, and identifies the conditions and evidence needed to test that pathway.
Our central proposition
When children and young people are met through their strengths and aspirations, supported by a consistent trusted relationship, and given practical opportunities to act, they are more likely to participate in support and develop confidence, agency and skills. When families and professionals are supported to reinforce that progress, the changes can extend into home life, education and future pathways.
Mentoring is the relationship through which this engagement is developed. The commissioned purpose is progress towards agreed outcomes, supported by evidence.
Who the model serves
Children and young people experiencing withdrawal, low confidence, conflict, difficulties with emotional regulation, disrupted education or barriers to opportunity. Delivery may involve individual children, groups or whole cohorts, and the parents, carers and professionals around them.
Priority commissioning audiences include CME and Fair Access teams, local authorities, children’s social care and social workers. School partnerships and support for care-experienced young people extend the same engagement purpose into different settings.
The change we seek
Early change: trust, voice, participation and self-belief. Observable progress: stronger regulation and relationships, more constructive choices and greater participation in education or support. Longer-term ambition: sustained education or employment participation, safer choices and greater stability.
Individual former-mentee testimony provides evidence of lasting influence, including an account more than 20 years after mentoring by Herman Stewart. Systematic follow-up is needed to understand sustained outcomes across the wider service. Specific accounts do not establish a universal success rate or sole causation.
Public positioning: When progress seems impossible, we find a way forward.


The pathway from engagement to progress
[image: ]
What makes delivery possible
Appropriately selected and supported mentors; ECNM leadership, operational systems and practitioner recruitment; sufficient commissioned time; a suitable setting; safeguarding and information-sharing arrangements; agreed objectives; and access to relevant families, professionals and outcome information. The COBS account documents supervision, coordination across centres and progress reporting. [S9]
ECNM’s COO leads operations, practitioner recruitment, systems and the strategic management of growth. These organisational functions support delivery capacity, consistency and accountability.
The pathway is adaptable. Family engagement, individual work, group activities and staff development are selected according to the brief. Progress can be gradual, and a setback may require a return to engagement rather than a fixed linear sequence.


How the approach is expected to work
Asset-Based Mentoring starts with the strengths, interests and potential of the person. Aspire, Believe and Mentor are the connected principles described in ECNM’s established methodology. The existing diagram also identifies a preventative, accessible, supportive, aspirant, focused, whole-child approach oriented towards accomplishment.
	Mechanism
	Delivery that activates it
	Evidence supporting the pathway

	Trust and dignity
	Listen consistently, recognise the person and persist through reluctance.
	Josh’s parent and professional accounts describe a strengths-led relationship and renewed engagement. Ryan’s parent describes slow trust-building. [S2–S4]

	Identity and self-belief
	Recognise capabilities and achievements; help the young person see a credible future.
	Mickel became more communicative and welcomed continued support. Tayub began recognising academic effort and a future involving school and work. [S9]

	Voice and agency
	Agree goals with the young person and use their views in planning and review.
	Sandwell’s CME manager describes young people finding their voice and ownership. Bilal became able to sustain longer conversations. [S1, S9]

	Skills and accountable action
	Practise regulation, reflection, communication and manageable goals between sessions.
	Jacob described calmer responses and seeking help; AH and FS record changes in behaviour measures. These support a contribution hypothesis. [S9, S12, S13]

	Family confidence and alignment
	Support parental confidence and communication; coordinate with staff and professionals.
	Ryan’s parent links her restored confidence with his growing engagement. Sandwell reports parental strategies; COBS describes liaison and reporting. [S1, S4, S9]

	Opportunity and meaningful participation
	Connect aspirations to presentations, learning, transition or recruitment opportunities.
	Phoenix pupils presented to police leaders; Ethan returned to football and regular school attendance; the NHS project endorsement describes recruitment guidance. [S5–S7, S11]


These mechanisms are an interpretation of recurring patterns in the records. They should be tested against experience, including partial progress and cases where the expected change does not occur.


What changes and how to measure it
Delivery outputs show what ECNM did. Outcomes show what changed. Offered sessions, sessions attended, family contacts, meetings and reports should be recorded separately from improvements in confidence, behaviour or participation.
	Outcome domain
	Proposed indicators
	Evidence approach

	Engagement and trust
	Attendance at agreed support; willingness to communicate; participation; child-defined goals.
	Baseline and review child voice, participation records and mentor observations. Seek another perspective.

	Confidence and agency
	Recognition of strengths; expression of wishes; help-seeking; goal ownership and completion.
	Consistent questions at baseline and review, specific examples and professional observations.

	Regulation and relationships
	Responses to triggers; conflict frequency; recorded incidents; constructive interactions.
	Compare equivalent periods and the same recording definitions. Combine logs with child, parent and staff accounts.

	Education and future pathways
	School attendance; classroom participation; work completed; placement acceptance; recruitment steps.
	Use school or partner records. Distinguish a planned move, an accepted place and sustained participation.

	Family progress
	Parent confidence; communication; boundaries; calmer home interactions.
	Parent baseline and review with the child’s perspective where appropriate. Avoid treating reported change as a clinical measure.

	Group and organisational progress
	Cohort participation; staff capability; useful reporting; coordinated action; partnership feedback.
	Report cohort sizes, delivery records and partner feedback. Repeat commissioning indicates partner confidence, not a child outcome.


Triangulation as the evidence standard
For a significant claim, seek three complementary perspectives where feasible: the child or young person; a parent, carer or professional; and a relevant record or observation. Two credible perspectives strengthen an account, but three files repeating the same statement do not create triangulation.
Where a perspective is absent or disagrees, retain that gap or difference. Evidence can substantiate observed progress without proving causation. Agree permission and appropriate anonymisation before public use.


What the case studies substantiate
	Evidence group
	Documented or reported progress
	What it contributes

	Child and family accounts
	Josh: renewed engagement and confidence, supported by parent and professional accounts. Ryan: gradual trust and calmer home life. Ethan: regular school attendance and return to football. [S2–S5]
	Evidence of relationship-led engagement and family-level change. Ryan’s progress remained ongoing.

	CME and social care recommendations
	Sandwell’s CME manager reports voice, maturity and parental strategies. Teamworx feedback led to two further projects. [S1, S8]
	Professional observations and confidence in delivery. Repeat commissions are not a quantified impact measure.

	Phoenix project
	Five pupils at risk of exclusion: improved behaviour and engagement; one ABC reportedly ended three months early. School letter corroborates key changes. [S6, S7]
	A coordinated school, family and police project. Respondent counts behind percentages need confirmation.

	COBS individual cases
	Jacob accepted into mainstream. Mickel welcomed continued mentoring. Bilal sustained longer conversations; Tayub changed his outlook; Recce improved focus. [S9]
	Several engagement and capability pathways. Mitchell’s move was organised, not confirmed completed; Kelsie’s recommended provision was not confirmed secured.

	Recorded individual outcomes
	AH: incidents 18 to 3; negative points 320 to 30; positive points 30 to 515; academic merits 120 to 250. FS: negative logs 63 to 51; positive logs 40 to 180; postcards 0 to 6. [S12, S13]
	Equivalent eight-week comparisons. No control group or raw extracts supplied. AH reduction is approximately 83%; FS positive logs increased 4.5-fold.

	School and cohort projects
	Southway principal reports incidents halved in six weeks. Blakesley reports a cohort outperforming SATs predictions. Five-school RAMP reports attendance, behaviour and attainment progress. [S10, S14, S15]
	School-recorded and attributed observations, with different settings and measures. Historic figures cannot be pooled into one ECNM-wide rate.

	Care-experienced young people
	TwentyFive/7 endorses professional, person-centred recruitment support on the NHS Care Leaver Recruitment Project. [S11]
	Supports partnership and delivery quality. The letter does not establish jobs secured or sustained employment.




Conditions learning and evaluation
Conditions that influence the pathway
The relationship needs enough consistency and time to develop. The young person’s participation, family circumstances, staff cooperation, suitable opportunities and continuity through transitions all influence whether trust becomes sustained progress. Safeguarding and professional boundaries are necessary throughout.
The COBS account of Jakub records low attendance and limited behavioural development despite increased openness. Mitchell’s account includes setbacks after a move was arranged. These cases show that an initial breakthrough does not establish lasting change. [S9]
How we test the theory
1  At commissioning, agree the need, intended outcomes, relevant starting measures, available evidence and who will provide each perspective.
2  During delivery, record actual participation and activities, review child-defined goals and note changes in the surrounding circumstances. Do not count an offered session as a completed session.
3  At review, compare like-for-like measures and gather child voice plus relevant parent or professional feedback. Explain disagreement, missing data and partial progress.
4  At completion, distinguish observed outcomes from planned next steps. Ask whether the proposed mechanisms appeared to operate and what other support or circumstances contributed.
5  Where commissioned and feasible, follow up after approximately 3, 6 and 12 months to assess sustained participation, relationships, placement or employment outcomes. These are proposed follow-up points, not established ECNM results.
Questions for sustained improvement
Which children engage, which do not, and why? What amount and pattern of support is associated with progress? When does family engagement change the pathway? Which transitions need follow-on support? Does group delivery improve staff or peer responses as well as individual participation?
Boundaries of the current evidence
The collection combines case studies, professional letters, family testimony and long-term former-mentee testimony. It supports a plausible contribution pathway and specific reported changes. It does not establish net causal impact, guaranteed prevention of crime or exclusion, clinical improvement, financial savings or sustained employment across all projects.
Before broader quantified claims, verify underlying records, denominator and timeframe definitions, adverse or unchanged outcomes and follow-up data. The Blakesley feedback chart has a response-total discrepancy; the five-school RAMP percentages need clearer definitions. [S14, S15]


Evidence source register
Source references identify the documents supporting the model. Dates below are those stated in the records; an undated document is not assigned an inferred publication date.
	Ref
	Source document
	Date or context

	S1
	Sandwell Local Authority Letter of Recommendation.pdf
	Louise Morris 26 April 2019

	S2
	Sandwell Childrens Trust_Letter of Recommendation.pdf
	Susan Few 4 January 2019

	S3
	Josh's Moms Testimony.pdf
	Parent account undated

	S4
	Ryan's Moms Testimomy.pdf
	Parent account undated

	S5
	Ethan's Moms Testimony.pdf
	Support described from spring 2019

	S6
	Phoenix Academy & West Midlands Police ECNM Project.PDF
	Project delivered October to December 2018

	S7
	Phoenix Collegiate Academy_Letter of Recommendation.PDF
	Jennifer McCann 23 January 2019

	S8
	Teamworx Letter of Recommendation.pdf
	Claire Martin 3 June 2019

	S9
	Every Child Needs a Mentor and City of Birmingham Schools VRU Case Study.pdf
	Project date not stated

	S10
	Mike Wood Southway Academy Testimonial.pdf
	Principal testimonial undated

	S11
	ECNM - 257 Letter of Recommendation.pdf
	TwentyFive/7 25 June 2026

	S12
	Student AH Case Study.pdf
	November 2024

	S13
	Student FS Case Study.pdf
	July 2024

	S14
	Improving Attainment, Behaviour and Parental Engagement Case Study.pdf
	Blakesley project 2014 to 2015

	S15
	Closing the Achievement Gap - Case Study.pdf
	Historic five-school project date not stated


The Asset-Based methodology and the Aspire, Believe and Mentor principles are described at www.everychildneedsamentor.com/method/. The repeated AH file is one evidence item.
The parent and professional accounts for Josh are treated as relating to the same child on ECNM’s confirmation. Names and sensitive details should be reviewed before adapting this material for public use.


Lasting influence: the former-mentee perspective
Progress can have significance beyond the period of commissioned support. ECNM reports a range of former mentees who describe improvements they attribute to being mentored by Herman Stewart. These accounts extend the theory beyond immediate engagement to the influence a trusted relationship can have on later confidence, choices and direction.
Evidence across time
A supplied video features a former mentee who, according to ECNM, is now a senior school leader and worked with Herman more than 20 years previously. ECNM identifies his account as testimony about the impact of that work. This is long-term retrospective testimony; exact statements, dates and role details should be verified when the account is formally catalogued. [S16]
What this adds to the pathway
The proposed longer-term mechanism is that recognition of strengths, encouragement and a trusted relationship can remain a reference point as a person makes later decisions. Former mentees’ accounts can help test which aspects remained influential, what changed and how they connect that change to mentoring. Their own attribution is evidence of perceived influence; it does not isolate mentoring from other experiences and support.
Herman’s track record and ECNM’s service
Herman’s personal mentoring track record provides evidence for the foundations of ECNM’s approach. Record it distinctly from outcomes achieved by the wider practitioner team. Testing the same mechanisms across ECNM projects will strengthen understanding of how the approach transfers across practitioners and settings.
Strengthening the long-term evidence
Build a consistent register recording mentoring dates, starting circumstances, specific changes, time elapsed, what the person attributes to mentoring, corroborating information where available and permission for use. Retain mixed or unchanged experiences. Combine these retrospective accounts with prospective follow-up across the service; neither testimony nor current professional status alone demonstrates a universal outcome.
S16 — An Adult who was once mentored by Herman Stewart  (1).mov. Video supplied by ECNM; approximately 2 minutes 8 seconds. Context and the existence of further former-mentee testimony confirmed by Herman Stewart. Spoken content not yet transcribed or independently verified. Other accounts should be registered individually as supplied.
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OBSERVABLE PROGRESS

Children: regulation, relationships and participation in learning
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Context, consistency and available opportunities influence every stage.
Arrows express the proposed contribution pathway; they do not establish causation.








