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Why this? Why now? How might I use it? 

This tool responds to findings from the KDE Hub needs assessment with projects funded through the Mental Health Promotion Innovation Fund (MHP-IF). As part of the needs assessment, 
MHP-IF projects shared their interests and learning needs with the Hub, and the Hub considered those along with information on project plans, including recent adaptations as a result of the 
COVID-19 pandemic. The Hub’s analysis explored types of supports that would help to advance a vision for optimizing child and youth mental health promotion in Canada, and would be true to 
our core commitments (see shaded box). 
 

KDE Hub Vision 

Mental health promotion for young Canadians is evidence-informed, sensitive to diverse contexts and cultures, equitable, and sustainable. 

KDE Hub Core Commitments 
• Focus on population mental health promotion for diverse 

groups of children and youth. 
• Act in ways that respect properties of complex systems.  
• Support existing expertise and leadership. 
• Honour multiple ways of knowing and doing. 

 

 Ensure KDE informs decision-making and contributes to new 
knowledge. 

• Address the most relevant KDE needs using the most suitable and 
rigorous methods. 

• Use participatory design practices. 
• Embrace an improvement orientation. 

 
A clear finding from the Hub’s needs assessment was that MHP-IF projects are at different stages of development, and are focusing on a wide range of issues related to project design, 
implementation, evaluation and research, and scaling up. These are not linear stages; there’s a lot of back and forth between them, especially under constantly changing conditions. The onset 
of the pandemic was an abrupt and extreme example of changed conditions. Under these new and evolving conditions, all projects had to consider what they might need to do differently. 
 
The idea of a Project Management Tool was born; something that would meet each project where they are at, and offer some questions that might help guide adaptations and plans more 
generally. The Hub is inviting projects to use parts of the tool that are most relevant to them. We are also inviting you to share your feedback and experiences so the tool can be improved over 
time. 
 
Note: In the Project Management Tool, the word ‘intervention’ is used consistently, and could be replaced with ‘innovation’ if that language is preferred.  
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Suggestions for using the Project Management Tool: 
1. Don’t tackle the whole tool at once! 
2. Pinpoint a section (e.g., Project Design, Project Implementation) and one or more topics within that section that are most relevant to your project now.  
3. Explore the questions (in the “Considerations” column), either as a team, or solo first and then discuss as a team. 
4. Jot down what you think your project has covered pretty well, and some possible areas to improve. 
5. Discuss differing views openly and choose what to keep, drop, change or add in your project. 
6. Share your experiences on the Hub’s Project Management Tool online forum.  
 

Topics Considerations What are we addressing well? What are some possible improvements? 

Project Design 
Understanding 
of the problem 
the project is 
aiming to 
address 

Is it clear what risk and protective factors are being addressed? What about the setting(s) and 
population(s) of interest, and what needs to change? Is the understanding of the problem 
informed by best available research evidence? By suitable theories? By professional 
experience? By lived experience? Has the problem been identified by those most affected by 
it? Is there a shared understanding of the problem amongst project stakeholders? 

  

Understanding 
of the target 
population(s) 

Is there evidence of unmet needs of the target population(s) (e.g., from the literature, 
population statistics, consultations with stakeholders)? Are characteristics of the target 
population(s) known that will influence approaches to engagement and intervention (e.g., 
knowledge, attitudes, skills, social supports, living situations, cultural norms, gender, ability, 
language)? Have members of the target population(s) provided information on their needs and 
characteristics directly? What is the potential reach and engagement of target population(s)? 

  

Understanding 
of relevant 
contexts 

Is there an understanding of other activities and services being provided for the target 
population(s) in the settings of interest and others? What is in the media? Have existing or 
planned interventions by other organizations been assessed? Have key stakeholders (people, 
organizations, institutions) been identified that might be affected by the project? Who else is 
working in the same space? What is known about the places where this intervention is going to 
be implemented? Have contextual barriers and facilitators that may influence project design 
been considered? Have human and financial resources been considered – in the short- and 
long-term?  

  

Intervention 
approach 

Is there a clear plan for what will be done, with whom, how, where, and when? Does the plan 
respond to what is known about the problem, target population(s), and relevant contexts? Is 
the approach empowering, participatory, holistic? Have equity, culture, gender and ability 
lenses been applied to the intervention approach? Does the approach consider a suitable mix 
of activities for making the desired changes at individual and broader levels? Are multiple 
strategies targeting multiple levels used, and are they suitable for the target population(s) and 
settings of interest? Is the intervention approach informed by best available research evidence 
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Topics Considerations What are we addressing well? What are some possible improvements? 

(direct or parallel evidence)? By relevant theories? By professional experience? By lived 
experience?  

Intervention 
development 
process 

How have members of the target population(s) participated in designing the intervention? 
Have content and innovation design experts been consulted? Have emerging intervention 
plans (i.e., prototypes) been tested and do they resonate with the target population(s)? Do the 
planned activities include progressive design approaches such as co-design, human-centred 
design, reflective practice, and feedback loops? Has there been small-scale iterative testing of 
the feasibility of the intervention, with promising results?  

  

Partnerships Have individuals, groups and organizations that might influence the success of this project 
been considered – in the short- and long-term (e.g., sustaining and scaling up the 
intervention)? Do relationships with these partnerships exist, or plan to be developed? Are 
parameters clear for the possible roles of different partners over time? Is there a plan for 
partner and other stakeholder engagement and evidence of early action with this 
engagement? 

  

Guiding 
principles and 
values / project 
brand 

Does the project have a set of guiding principles, values, commitments or promises that define 
what is most important to the team? Is a broader project ‘brand’ / identity apparent? Does the 
project design align with the project’s values and brand? 

  

Theory of 
change for the 
project 

Has the project consolidated its development and design work into a theory of change (ToC)? 
Does the ToC clearly indicate the changes this project hopes to make? For whom? And how? 
Are there logical links between the project’s activities, engagement and reach with the target 
population(s), and what they hope to achieve? Are the linkages informed by the information 
gathered about the problem, target population(s), relevant contexts, and intervention 
approaches? Are assumptions explicit about factors that will support or impede engagement, 
activities and outcomes? Are any assumptions missing? Is the project design feasible to 
implement? 

  

Project Implementation 
Contextual fit Are there plans for monitoring the contexts for implementation and considering ways to 

optimize the ‘fit’ between the intervention and its implementation context(s)? 
  

Cultural fit Does the project have ways to support ongoing engagement and collaboration with the target 
population(s)? Is there appropriate attention to culturally appropriate engagement processes? 
Are processes in place to ensure implementation is culturally safe and relevant throughout all 
stages of implementation? Is a reconciliation aspect considered for the project? 

  

Equity / gender 
/ ability 
considerations 

How will the project maintain a focus throughout implementation on equity, gender and 
ability? Is this inclusive lens considered as part of both the process and content of the 
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Topics Considerations What are we addressing well? What are some possible improvements? 

intervention? Have relevant tools (e.g., gender-based analysis, health equity impact 
assessment) been applied? 

Project team 
capacity 

Does the lead organization(s) have the resources (human, financial, infrastructure) to support 
the intervention? Does the lead organization have a clear and realistic understanding of 
financial and non-financial resources required for short- and longer term implementation? Is 
the expertise and experience of the project team suitable? Does the project team include or 
have clear links to the target population(s)? What additional capacities may be required within 
the project team?  

  

Partnerships Does the project have a plan for periodically reviewing and refreshing partnerships with 
individuals, groups and organizations? Are the quality and mutual benefits of the partnerships 
part of these reviews? Is it clear how partner contributions will support and influence 
outcomes? What about unique supports needed for sustainability and scalability, such as 
political support? Are mechanisms in place to help build and maintain trust with partners? 
How will a culture of mutual benefit / reciprocity be promoted? 

  

Engagement 
with target 
population(s) 

Is the project monitoring any changes to characteristics of the target population(s) as 
implementation unfolds? Does the project team have plans to adapt the intervention content 
and process as warranted by new information? Have questions of ‘who benefits and how’ and 
‘who is missed and why’ been considered? Is anyone harmed by being left out? How will 
eligible participants within the target population(s) be identified, selected, and encouraged to 
participate? Do recruitment approaches consider culture, equity, gender and ability? Have 
barriers to full participation been considered with plans to address them? 

  

Prototypes and 
pilot work 

Were adaptations made to the project design based on feedback from early prototypes? Is 
there a reasonable set of pilot activities that will inform full implementation? Are there plans 
for adaptations to the intervention content and process based on feedback from the target 
population(s) and implementation setting(s)? 

  

Early 
considerations 
for sustainability 
and scaling up  

Are questions of sustainability and scaling up considered in early discussions with 
stakeholders? Are stakeholders who might support the longer term viability and spread of the 
intervention engaged – e.g., for funding, access to populations, endorsement? Is consideration 
being given to what is needed for adaptation of the intervention to new contexts or new 
populations? 

  

Project 
communications 

Does the project demonstrate a commitment to strategic communications? Is there a sound 
plan for project communications throughout implementation? Does the plan include suitable 
audiences and purposes, and tailored communications aligned with those? Is the project using 
communication strategies that are appropriate for specified audiences? What are plans for 
ensuring accurate and credible communications? How will feedback be sought on 
communications? 
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Topics Considerations What are we addressing well? What are some possible improvements? 

Evaluation and Research 
Understanding 
of stakeholders 
and their needs 
for information 

Is the project aware of stakeholders with an interest in the project, and the information needs 
of these stakeholders in the short- and long-term? Do the stakeholders minimally include the 
target population(s)? Those with current or potential involvement with project 
implementation? Potential partners in scaling up? Organizational leaders from lead and 
collaborating organizations? Were these stakeholders engaged directly to find out their 
information needs? 

  

Purposes of the 
evaluation/ 
research plan 

Is there a shared understanding amongst the project team and most engaged stakeholders 
about the purposes for the projects’ evaluation and research plans? Do these purposes 
consider project accountability, project improvements and decision-making, and contributions 
to new knowledge? Are stakeholders engaged in developing the evaluation/ research 
purposes? Do the purposes align with stakeholder information needs? 

  

Evaluation/ 
research 
questions 

Are there clear questions posed about the project processes, implementation outputs, 
outcomes? Do they at least in part address what works, for whom and under what conditions? 
Do the questions respond to the evaluation/ research purposes and stakeholder information 
needs? Are the questions feasible to address based on intervention design and 
implementation? How are members of the target population(s) involved in developing the 
questions? 

  

Study design(s) Is there a specified design and a rationale for the design choice relative to various options for 
design? Are limitations of the chosen design acknowledged? Is the chosen study design well-
matched to answer the evaluation/ research questions?  

  

Methods 
(including 
ethical 
considerations 
of methods) 

Have different ways of knowing and doing been considered that are suitable for the target 
population, settings, and evaluation questions? Are the proposed methods the most suitable 
and appropriately rigorous, without compromising relevance? Have principles of OCAP® (or 
other suitable ethical frameworks) been considered in establishing how data will be collected, 
protected, used, or shared? Has attention been given to using ethical procedures appropriate 
to the target population(s)? Is there a plan for identifying and attending to research ethics 
issues /seeking ethical review? Do methods include collection of multiple perspectives, 
including participants and those implementing the program? Are inclusive and participatory 
approaches being used, including meaningful engagement with the target population(s) and 
delivery team? Are any incentives for participation in data collection appropriate? Are feasible 
sources, methods and time points articulated for the collection of data for each measure? 
Have the most appropriate data collection format(s) (e.g., online, paper, interview) for 
different settings and participants be considered? Are the limitations of the methods 
acknowledged? 

  

Participant 
information 

Does the project have processes and tools in place that will allow for a description of who was 
reached, and any relevant sub-groups (e.g., different implementation sites)? Will information 
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Topics Considerations What are we addressing well? What are some possible improvements? 

be collected on target population recruitment, engagement, retention, and feedback on the 
intervention content and process? 

Implementation 
monitoring 

Are clear plans and processes developed to track intervention activities and their 
implementation/ adaptation over time (e.g., purpose, format, frequency, duration, audience, 
and estimated reach)? Does tracking include the quality and quantity of activities implemented 
using mixed methods? Will the project have accurate records of costs for delivering the 
intervention? Are there ways to track products developed as part of the program, including 
information about their purpose, distribution, and estimated reach or use? How will changes in 
relevant contextual conditions be monitored? 

  

Outcomes 
measurement 

Are the outcomes to be measured clearly identified and defined? Are they: reasonable in 
number? connected to the theory of change? realistic based on the nature and intensity of the 
intervention? supported by relevant literature? Do measures of the primary outcome include 
both objective and subjective items? Are they suitable for the target population(s) and 
setting(s), and their ways of knowing? Are the measures sufficiently credible (e.g., valid, 
reliable, trustworthy)? Have they been tested with a similar population? Have specific 
measurement tools been selected based on clear selection criteria? Will measurement tools 
enable a clear analysis plan and reasonable conclusions? Are unintended effects being looked 
at? Is there a measurement framework that makes relationships among measures explicit, 
identifies gaps and includes key criteria (e.g., self- and other- reported measures)? How will 
input on proposed measures be sought from stakeholders with relevant expertise? Have 
selected instruments/tools been pre-tested (e.g., cognitive testing approaches) with 
individuals similar to those who will be participating? 

  

Analysis Is there a sound analysis plan that includes approaches to minimize/reduce bias and/or 
acknowledges multiple perspectives? Is there a defensible approach to sample size (not 
necessarily a formal sample size calculation)? Is there a plan for integrating findings across 
different mixed method data sources (qualitative and quantitative)? How will project 
stakeholders be involved in interpreting study results and discerning implications? 

  

Continuous 
improvement / 
feedback loops 

Are there clear plans to learn about and adapt the project over time? Will the information 
being collected be sufficient for this purpose? Are processes in place for periodic review and 
distillation of insights and lessons from relevant information (e.g., about participants, 
implementation, early outcomes)? How will contextual information be used to interpret how 
the project is unfolding? 

  

Sharing results / 
knowledge 
exchange 

Does the project have plans for sharing study results? Does the plan align with information 
needs of relevant stakeholders? Are knowledge exchange approaches tailored to different 
stakeholders? Have the approaches been tested with intended audiences? Have innovative 
knowledge exchange approaches been considered, including use of storytelling, arts-based 
methods, social media spread, and others? Are reporting guidelines/criteria considered (e.g., 
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Topics Considerations What are we addressing well? What are some possible improvements? 

CONSIDER for research involving Indigenous peoples)? Is there a plan for incorporating 
stakeholder feedback? How are stakeholders going to be engaged to act on findings? 

Project team 
capacity 

Does the team have appropriate expertise in monitoring and evaluation? Are needed 
skills/knowledge available for implementation of data collection processes (e.g., survey 
science, interview skills, IT for data collection)? Are the skills/knowledge available for analysis 
(quantitative and qualitative)? For knowledge exchange? 

  

Scaling Up 
Plans for scaling Is this intervention ready to be scaled up – why or why not? What evidence exists to support 

scaling to other contexts or populations? How are early plans for scaling being developed? 
With whom? What key considerations are being taken into account? Is there a clear and 
shared understanding amongst project stakeholders of what types of scale up will be done 
(e.g., vertical, horizontal, functional), and why? What are the potential ways to expand reach 
and adoption? 

  

Identifying and 
delivering the 
“intervention 
core” 

What are the “core” aspects of the intervention that lead to change? Are requirements to 
deliver the core intervention understood (e.g., resourcing, mechanisms for delivery)? Do 
project partners/stakeholders have a shared understanding of the core intervention?  

  

Evidence of 
effectiveness 

What evidence of intervention effectiveness exists? Is it suitable for the nature of the 
intervention, its stage of development, and the scaling up plans (implementation settings and 
related audiences)? 

  

Reach and 
adoption 

To what extent are target population(s) and/or eligible settings engaged? Is demand for the 
intervention known? What may help to inform demand for the intervention? 

  

Adaptations What adaptations have been made at the original intervention site(s) and why? What changes 
are needed to support expansion and/or implementation in new contexts, and why? How will 
adaptations be made? How will members of the target population(s) be engaged? How will 
new prototypes be tested? 

  

Organizational 
capacity 

Are resources needed to scale the intervention clearly defined? Who needs to be involved? 
What resources and infrastructure are needed to continue and/or expand it? Are 
infrastructure supports for delivery of the intervention available (e.g., technology, social 
connections)? 

  

Contextual 
influences 

Have contextual conditions that support and constrain expanded implementation been 
considered? Examples include: partner priorities and potential supports, policy or political 
support affecting the intervention, levels of community engagement, support from external 
community leaders, demand for services, availability of funding 

  

 


