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Disclaimer
• Elevate Youth California (EYC) is a program of the California 

Department of Health Care Services (DHCS) funded through 
Proposition 64 California Cannabis Tax Fund, Allocation 3, 
YEPEITA. Sierra Health Foundation: Center for Health 
Program Management (The Center) is contracted to support 
the implementation of EYC. This statewide program provides 
funding and technical assistance for organizations that are 
developing or increasing community substance use disorder 
(SUD) prevention, outreach, and education focused on youth.



Learning Objectives
After this session participants will be able to:

1. Integrate core monitoring and evaluation concepts and frameworks into 

their project design using the EYC Work Plan Template.

2. Identify gaps and opportunities to strengthen project planning, including 

refining objectives, activities, and indicators.

3. Develop a clear, comprehensive, and actionable work plan that supports 

effective tracking of progress and achievement of grant goals.



Introductions

Andrea Pyatt 
Mirror Group
ecubed@andreapyatt.com

Maddie Collins
Mirror Group
madison@mirrorgroupllc.com

• Share your name, title and organization in the chat.

mailto:ecubed@andreapyatt.com
mailto:madison@mirrorgroupllc.com


Professional Norms
• Keep the work at the center.

• Take an asset-based approach.

• Create a safe and brave space.

• Value difference.

• Strive for equity of voice.

• Commit to the learning.
Image description: Three people gathered around a laptop.

Feel free to add questions in the chat as they arise. 



Agenda

• Review the Work Plan

• Setting Project Goals

• Creating S.M.A.R.T.I.E. Objectives

• Developing Your Strategy

• Developing Monitoring and Evaluation Plan

Image description: Lit lightbulb with people 
gathered in the background blurred.



Head over to the Mentimeter (link shared in the chat) to respond 
to a few questions. 

As you respond to the Mentimeter you may also reflect in your 
participant notebook.

Use your participant 
notebook here!



Reviewing the Work Plan
A work plan is a guide outlining your intentions for your work 
overtime. A work plan:
• Ensures shared understanding and alignment.
• Strengthens feasibility and resource planning.
• Helps identify risks and gaps early.
• Builds accountability and transparency.
• Embeds learning from the start through setting 

expectations.
• Ensures the project is aligned with community needs.



Reviewing the Work Plan

Image description: Person standing in front of a large paper with writing, 
drawings and sticky notes.

Unmute or share in the chat: 

• How have you used 
planning in your work? 

• What strategies have you 
used?



Project Goal

ObjectiveObjective

Strategy

Monitoring and Evaluation Process

Policy, Systems, and 
Environmental Change Goal

ObjectiveObjective

Strategy

Monitoring and Evaluation Process

Reviewing the Work Plan



Project Goal
The project goal is the organization’s 
overarching aim over the award 
period. The goal may focus on 
culturally and linguistically 
appropriate peer-led support/peer-
led programming, 
mentorship/relationship building, or 
youth civic engagement/leadership 
opportunities for youth ages 12-26 
and their connection to substance 
use disorder (SUD) prevention.

Image description: A notebook on a table with “Goals” 
written with a numbered list.



Project Goal
Consider: 
• What problem or gap are we 

addressing?
• How does this goal align with our 

mission, values, and context?
• How does this goal align with EYC?
• What would a successful outcome 

look like?

Try answering a few of 
these in your participant 
notebook!

Image description: Sticky notes placed around a pie chart.



Policy, Systems, and Environmental (P.S.E.) 
Change Goal

This goal is the overarching aim over the grant period, focusing on 
achieving youth-driven, population-level impacts through P.S.E. 
change initiatives utilizing civic engagement and other strategies at 
the district, city, county, or state level.



P.S.E. Change Goal
Consider: 

Try answering a few of 
these in your participant 
notebook!

• What policy, system, or environmental conditions need to 
change?

• What sustainable, long-term improvement is desired?
• How does this P.S.E. change align with our mission, values, 

and community context?
• Who will benefit and how will access, equity, or conditions 

improve?
• What does success look like at the policy, systems, or 

environmental level?



Which of these are strong project goals? Why? 
1) To promote healthy behaviors, reduce risk factors, and build protective factors for 300 at-risk youth 

ages 12–18 annually in Sacramento County’s neighborhoods impacted by the war on drugs to prevent 
new instances of substance abuse by: 1) implementing culturally and linguistically appropriate, peer-
led programming; 2) fostering one-on-one mentorships to build stable peer-to-peer and peer-to-adult 
relationships; 3) developing youth civic engagement, self-empowerment, and leadership skills. 

2) Provide some peer support sessions for youth to help with substance use.

3) Elevate awareness and support of youth-identified inequities and the dangers/risks to public health 
and safety resulting from public policies, public health policies, and educational institution policies, 
and the impact on economically-disadvantaged, marginalized, and under-represented youth age 12 to 
18, by mobilizing high school-age youth in year 2 and 3 to participate in civic engagement 
opportunities to raise awareness for at least one education institution policy and two state-level 
policies that negatively impact youth. 

4) Start a mentorship program to stop youth from using drugs.



Objectives
Include two to four objectives to achieve the project goal based on 
the implementation strategies selected in the application.

Provide a one-sentence objective describing the project’s EYC-
related implementation strategy. The objective should support the 
project goal, align with S.M.A.R.T.I.E. criteria and clearly define 
participant outcomes.



Objectives
Specific
Measurable
Achievable
Relevant
Time-bound

Specific
Measurable
Achievable
Relevant
Time-bound
Inclusive
Equitable Image description: Magnifying glass on an image of a brain.



S.M.A.R.T.I.E. Objective Example
Project Goal:
To promote healthy behaviors, reduce risk factors, and build protective factors for 300 at-risk youth 
ages 12–18 annually in Sacramento County’s neighborhoods impacted by the war on drugs to 
prevent new instances of substance use by implementing culturally and linguistically appropriate, 
peer-led programming.

Objective: 
To develop and implement year-round, culturally and linguistically appropriate peer-led 
programming for three cohorts of youth ages 12-18, with the aim of strengthening protective 
factors against substance use, with success measured by increases in: 1) self-efficacy and resilience; 
2) academic knowledge and proficiency resulting in high school participants achieving an average 
GPA of 3.5; 3) awareness of physical and mental health and wellness practices; 4) awareness of 
substance use harm and prevention.



S.M.A.R.T.I.E. Objective Example
P.S.E. Goal:
Elevate awareness and support of youth-identified inequities and the dangers/risks to public health 
and safety resulting from public policies, public health policies, and educational institution policies, 
and the impact on economically-disadvantaged, marginalized, and under-represented youth age 12 
to 18, by mobilizing high school-age youth in year 2 and 3 to participate in civic engagement 
opportunities to raise awareness for at least one education institution policy and two state-level 
policies that negatively impact youth.

Objective: 
To engage up to 90 youth and 30 near-peers (college students) in year 1, 2, and 3 as advocates for 
change leading a campaign through training, project/campaign design, and conducting youth-led 
meetings with policy makers to share Design Thinking findings, improving youth confidence 
advocating for and articulating social justice and policy issues and recommendations.



Strengthening Your Objectives

Use your participant 
notebook here!

• Copy one of your objectives from your work plan onto your 
participant notebook. 

• Consider S.M.A.R.T.I.E.: Specific, Measurable, Achievable, 
Relevant, Time-bound, Inclusive, and Equitable for this 
objective and write the improved objective in your 
participant notebook.



Implementation Strategy
Select all that apply:
•Peer-led support/Peer-led Programming
•Mentorship/Relationship Building
•Youth civic engagement/leadership opportunities for P.S.E.
change

Provide a 1-3 sentence description of the strategy (e.g., youth 
recruitment, relevant partnerships, approach, frequency of 
activities). 



Questions to consider when building/ reviewing 
your strategy: 

1. What are the specific action steps/strategies/activities associated 
with the components of the S.M.A.R.T.I.E. goals?

2. When are these actionable items expected to be delivered based 
on the goals? Create a timeline structure for each action 
step/strategy/activity?



Questions to consider when building/ reviewing your 
strategy: (cont.)

3. Who is responsible for the oversight of these action   
steps/strategies activities?                                               RACI Matrix 

R 
Responsible 
Who is responsible  
for getting the work  
done? A Accountable 

Who oversees  
the task? 

C Consulted 
Who needs to assist  
in the completion of  
a task with additional  
information or support? 

I Informed 
Who needs to be  

kept up to date  
on the progres of  

a task or deliverable? Graphic: 
Opexcity.com

http://Opexcity.com


Developing Your Strategy

Try answering a few of 
these in your participant 
notebook!

1. What activities or strategies will meaningfully move your objectives 
forward, and what resources, partners, or supports are needed to 
implement them effectively?

2. Where do issues of equity, access, and inclusion show up in your 
work plan, and how can you intentionally design activities that 
address disparities or barriers?



Elevate Youth California Logic Model 
Inputs Activities 

Social Justice Youth Programming 
Outputs Outcomes 

Short-term Intermediate 
Long-term impacts 
Community- and policy-level 

P
a
r
ti
ci

p

ant level

• Departm ent of Health C a re   
Serv ices staff and resources 

• The Center staff 
• Youth Education Prevention,  

E a rly  Intervention and  
Treatment Account  
(YEPEITA ) funding 

• Evidence-based , innovative,  
and community-defined  
prevention p ractices 

• Cohort-based support  
model with three tracks  
(S tandard  36  months,  
Innovation 33 months,  
and C a p a c ity  Building  
3 0  months) 

• C iv ic  engagem ent re lated to substance use  
issues or their root causes 

• Leadersh ip developm ent through youth-led  
community program m ing 

• M entorship/relationship-building between  
peers and adults 

Substance Use Prevention  
Education, Services, and Supports 

• Substance use prevention and e a rly   
intervention, outreach , and training 

• Providing an d /o r expand ing  access to  
resources, supports, or serv ices that meet  
youths' ind ividual needs 

The num ber o f youth  .. .
• Participating  in  

c iv ic  engagem ent  
program  activities 

• Leading cultural or  
community program  activities 

• Connected to a  form al  
mentor o r supportive  
relationship within  
the program  

• Participating in substance  
use prevention and  
e a rly  intervention  
program m atic activities 

• Connected to basic needs  
or other resources,  
supports, o r services  
provided by the program   
or program  partners 

• Increased  participation of youth  
in EY C  program m ing 

• Increased  know ledge in civic  
engagem ent, po licym aking  
process and public officials  
am ong youth 

• Increased  number of youth who  
perce ived  them selves as being  
more em powered and confident 

• Increased  number of youth who  
have at least one stable, caring  
re lationsh ip with an  adult/o lder  
youth mentor or peer 

• Increased number of youth who  
understand that substance use is  
harm ful 

• D ecreased  number of youth who  
report a  favorab le  attitude  
tow ard  substance use 

• Sustained engagem ent of  
youth in EY C  program m ing  

• Increased  dem onstrated  
ab ility  to present on and  
engage in justice and  equity  
issues—lo ca lly  and beyond 

• Increased  dem onstration  
of personal and collective  
ag ency  through connection  
to the community  

• Increased  ag ency  in  
determ ining future pathw ays  

• Increased  ab ility  to  
develop and sustain  
positive relationships 

• Increased  healthy behaviors  
among youth 

• Sustained community cap ac ity  for  
c iv ic  engagem ent and o rgan iz ing   
amongst youth and  communities  
d isp roportionate ly im pacted by the  
w a r on drugs 

• Sustained po licy  support for  
continuous funding

Funded 
partner 

level 

• O rg an iza tio n a l capacity-build ing activities 
by funded partners 

• Train ing and technical assistance that  
supports the key a reas of EYC  programming  
by The Center and  subcontractors 
(e . g ., w eb ina r on civ ic engagem ent,  
narrative  change) 

• Num ber of staff trainings or  
resources on re levant  
topics by funded partners 

• N um ber of training and  
technical assistance hours  
partners participated  in 

• Increased know ledge among  
staff of funded partners of  
re levan t topics regard ing   
o rgan ization  cap acity   
and  sustainab ility 

• Enhanced finance operations;  
staff developm ent, retention,  
and capacity ; youth voice  
program m ing; and data skills  
among funded partner staff  

• Increased am ount o f EYC   
partners receiving  funding 
from a variety of sources 

•  Policy, system, and environm ental  
changes to increase protective factors  
(e .g ., safe spaces, resources, support  
systems, community belonging) or  
reduce harm s and risk associated  with  
substance use 

• Reduced substance use d isorder and 
substance use initiation am ong youth 

• Reduced substance use d isparities  
am ong B lack , Indigenous, and youth  
of co lor 

• Positive shifts in narratives about youth  
most im pacted by the w ar on drugs 

Grassroots-level 

Community 
level 

• D evelop, enhance an d /o r expand  key  
partnerships that contribute to EY C 's   
collective goals and objectives 

• N um ber of new   
o rg an iza tiona l partnerships  
that contribute towards the  
collective goals of EY C  and  
promote narrative change 

• Increased  aw areness of  
substance use issues and youth- 
led solutions among   
o rgan izations, decision-m akers,  
o r community members 

• Increased  level of co llaboration   
am ong partners to address  
substance use, its root causes,  
and harm ful narratives 

• Increased number of  
o rg an izations, decision-
m akers o r community  
m embers w ho seek to address  
substance use,  
its root causes, and  
harmful narratives 

• Sustained cap ac ity  of grassroots and  
em erging o rg an izations to implement  
substance use prevention program s 

Definitions. Assumptions -  Beliefs, groundings, and contextual factors on which the work is premised; External Factors -  Contextual factors that could influence the program;  
Inputs -  investments into the program; Activities -  Actions undertaken by funded partners; Outputs -  Direct products/results of activities; Short-term outcomes -  Changes  
expected to occur in a 1-year timeframe, including change in knowledge or attitudes; Intermediate outcomes -  Changes expected to occur in a 2- to 3-year timeframe, including  
change in skills or behavior; Long-term impact -  Results expected after the conclusion of project funding. 



Monitoring and Evaluation Process
Indicators are measurable values that show how effectively a 
program, project, or team is achieving key objectives.
Consider: 
• Are we on track to meet our goals/objectives?
• What are the outcomes or results of our EYC programming 

activities for the young people served?
• In what ways, if any, have our EYC efforts contributed to P.S.E.

change at the community level?



Monitoring and Evaluation Process

How to measure Indicators:

• Surveys and pre/post assessments
• Attendance protocol-engagement 
• Progress monitoring tools
• Qualitative case notes
• Observation protocols



Example
Indicator: Over two years, at least 70% of youth served by the mentorship 
program will remain consistently engaged in at least one prosocial activity (school, 
work, cultural groups, clubs), demonstrating strengthened protective factors. 

Ways to collect this:

• Attendance and engagement: tracking logs maintained by mentors 
documenting each mentee's participation in prosocial activities, including the 
type of activity, frequency of attendance, and level of engagement.

• Self-Assessment Surveys: structured surveys administered to program 
participants documenting their current involvement in prosocial activities, 
perceived benefits, and barriers to consistent engagement.



Example
Indicator (Policy, System, Environmental): Communities served by the program 
will see increased capacity for culturally rooted, youth-led prevention strategies as 
evidenced by growth in peer mentor leadership roles and youth-driven program 
adaptations. (P.S.E.) 

Ways to collect this:

• Tracking System for Peer Mentor Leadership: A comprehensive database and 
portfolio system that documents the progression of youth from mentees to peer 
mentors, tracks leadership roles assumed, and measures the scope and quality of 
their contributions to prevention strategies.

• Youth-Driven Program Adaptation Documentation: Systematic collection of 
evidence showing youth-initiated changes, innovations, and culturally-grounded 
adaptations to program design, activities, and prevention approaches.



Review your current 
indicators and 
brainstorm how you 
will collect this data. 

Try this in your 
participant notebook!

Image description: Hands typing on a keyboard.



Break Out Rooms Image description: 
Group of people 
discussing around a table.

Identify opportunities in your plan:
• Are goals and objectives clear and measurable?

• Are youth, community, and cultural factors reflected?

• Are indicators meaningful and aligned with EYC expectations?

• Where is there duplication, confusion, or missing detail?

• Do activities logically connect to outcomes?



Break Out Rooms
• What was discussed in your breakout room? 
• How will this session impact your work plan revisions?

Image description: Group 
of people working around 
a table with laptops and 
papers.



Questions?



Thank You! We look forward to seeing 
you in technical assistance 

sessions!

Andrea Pyatt 
Mirror Group
e c ube d@andre apya tt.c om

Maddie Collins
Mirror Group

madis on@mirrorg roup llc .c om

mailto:ecubed@andreapyatt.com
mailto:madison@mirrorgroupllc.com
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