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Outline
A short arc from AMNs to implementation findings to design implications.

ROADMAP

Adaptive Mentoring 
Networks

What AMNs are and why they 
matter as a network innovation.

WHAT WE BUILT

Network 
level

AIF × CFIR × CFSC

Relationship 
level

COM-B × TDF

Implementation study & 
results

Network-level implementation and 
mentor–mentee relationship 
formation.

HOW WE STUDIED IT

Key takeaways

Lessons for broader capacity-
building, KT and professional-
development networks.

WHAT OTHERS CAN USE
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The Adaptive Mentoring Networks
Social innovation: mentorship delivered in a network structure.

AMNS

Core features

1
Interconnected nodes
Mentors and mentees connect through local groups and 
cross-network ties.

2
Multiple forms of mentorship
1:1, group, peer, virtual, in-person and asynchronous 
interactions.

3
Knowledge translation + capacity-building
Practical clinical learning, collaboration and resilience in 
complex care.

Design premise: network value comes from structure, 
relationships and adaptive learning.
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The Adaptive Mentoring Networks
Primary care clinical capacity-building at national scale.

SCALE

Platform snapshot

8
networks

2,500

clinicians

70 yrs

experience

5
new 

networks

85–90%

knowledge / 
capacity impact

91%

collaboration 
increase

93%

professional 
satisfaction

63%

burnout 
reduction

Estimated care impact: 300,000–1,000,000 Canadians

Networked capacity-building at this scale requires 
implementation infrastructure — not just program content.
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Implementation study
Opportunity to understand determinants of network implementation and relationship formation.

STUDY DESIGN

Study frame

Three phases over 
three years

CIHR Strengthening the 
Health Workforce 
projects

Phase 1: determinant 
analysis

Implementation 
strategies to follow

PROGRAM LEVEL

Network-level implementation
How networks are developed, implemented and sustained.

17 administrators & leaders interviewed across 8 AMNs
AIF – implementation stages 
CFIR – network level determinants
CFSC – sustainability 

RELATIONSHIP LEVEL

Mentor–mentee relationship formation

How mentoring relationships form and strengthen.

19 mentors & 9 mentees interviewed across 8 AMNs
COM-B model × TDF interpretation
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Network-level implementation: building conditions for launch
Frame: stage-specific activities → determinant focus → sustainability mechanisms.

AIF × CFIR × CFSC

1 Exploration Fit, legitimacy and shared ownership

ACTIVITY FOCUS

Assess need and context
Engage partners and champions
Create shared direction

DETERMINANT FOCUS

Relational legitimacy
Local fit and perceived value
Buy-in, culture, evidence clarity

SUSTAINABILITY CONSIDERATIONS

Early stakeholder ownership
Alignment with system priorities
Credible story for future support

2 Installation Operating model and readiness

ACTIVITY FOCUS

Governance, roles and workplan
Communication and evaluation 
systems
Recruit and train mentors/mentees

DETERMINANT FOCUS

Leadership and coordination
Resources and infrastructure
Knowledge access and engagement

SUSTAINABILITY CONSIDERATIONS

Clear accountabilities
Realistic staffing and funding
Durable tools and routines
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Network-level implementation: making AMNs work and last
Later stages move from launch to use, adaptation, embedding and long-term value.

AIF × CFIR × CFSC

3 Initial implementation Delivery, learning and adaptation

ACTIVITY FOCUS
Run 1:1 and group mentoring
Case discussions and support
Monitor feedback and outcomes

DETERMINANT FOCUS
Communication and teamwork
Facilitation and engagement
Workload, time and complexity

SUSTAINABILITY CONSIDERATIONS
Feasible participation routines
Responsive support for mentors/mentees
Learning loops that preserve fit

4 Full implementation Embedding, spread and long-term value

ACTIVITY FOCUS
Maintain community and engagement
Demonstrate impact and value
Refine, scale and integrate

DETERMINANT FOCUS
Funding and leadership continuity
System fit and relative priority
Evaluation and shared ownership

SUSTAINABILITY CONSIDERATIONS
Sustained funding case
Integration with host systems
Capacity to adapt over time
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Mentor–mentee relationship formation: COM-B behavioural diagnosis
Relationship formation requires capability, opportunity and motivation to align.

COM-B

Key pattern: relationships were strongest when people understood the network, could fit it into practice, and experienced it as safe and 
worthwhile.

Capability

Make mentoring legible

Knowing what AMN is and how to use it

ENABLERS

Clear role expectations
Process clarity
When/how to reach out

RISKS

Blurred boundaries
Uncertain timelines

Opportunity

Make participation feasible

Structures, access and social conditions

ENABLERS

Flexible formats
Manageable scheduling
Responsive coordination
Fit-based matching

RISKS

Workload pressure
Technology/access 
issues
Weak local support

Motivation

Make connection valuable
Worthwhile and emotionally safe to 

continue

ENABLERS

Clinical learning
Confidence
Reduced isolation
Identity as contributor

RISKS

Unclear return on 
time
Evaluative/unsafe 
culture

Network message: relationships depend on design that makes connection legible, feasible and safe.
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From COM-B to AMN relationship design
Networks should enable and grow relationship formation, not just complete mentor–mentee matching.

DESIGN IMPLICATIONS

Implementation implication: reduce friction at entry, increase social safety, and sustain visible value over time.

1 Make entry easy
Capability

Clarify what AMN offers, 
roles, and when/how to 
connect.

2 Match for fit
Opportunity

Use flexible pairing, warm 
handoffs, check-ins, and 
group plus 1:1 options.

3 Build safety
Opportunity + Motivation

Normalize non-judgment, 
confidentiality, boundaries, 
and peer connection.

4 Show value
Motivation

Make benefits visible: 
learning, confidence, 
reduced isolation, 
contribution.

AMNs create the conditions for mentoring when network design makes relationships easy to start, safe to deepen and 
valuable enough to sustain.
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Next steps
Translating determinant analysis into network support strategies.

PHASE 2 + 3

1
Learning health alliance
Identify priority determinants and 
implementation strategies with networks.

2 Implementation plans
Develop network-specific plans and measure 
progress over time.

3
Technological innovation
Mentor-Net: an AI-enabled network 
development assistant.

4
Sustainability support
Address complexity and resource constraints in 
network operations.

Goal: move from analysis to practical implementation supports that networks can actually use.
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What this teaches capacity-building networks
Applicable to capacity-building, KT and professional-development networks, even if they do not use mentorship.

TAKEAWAYS

1 Keep network purpose clear
Engagement  - People need to know what the 
network is for, how to enter, and what 
participation means.

2 Reduce friction - Internal & External input
Lower the practical burden of entry and 
participation through simple processes and 
flexible formats.

3 Safety & trust – Internal & External

Safe, non-judgmental settings internally, 
External stakeholder ownership 

4 Make value visible – Internal & External
Show value to funders and participants 
through outcomes, stories, routines and 
feedback.

Core message: sustainable networks are built by treating participation, implementation and infrastructure as 
connected design problems.
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What Sustainability 
requires

Not an end-of-project activity — a 
constant design concern.

1 Ongoing process

Sustainability is not a final 
end state; it requires 
constant attention and 
adaptation.

2 More than funding

Funding matters, and so 
do sustainable activities, 
routines and 
demonstrated value.

3 System anchoring

Build governance, 
leadership, administrative 
capacity, evaluation and 
communications.

4 Technology as support

AI may help reduce 
resource demands and 
support network 
sustainability.

Thank you — questions? With thanks to the AMN teams, collaborators and study participants.
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With thanks to the AMN teams, collaborators and study 
participants.
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Questions?

Thank you
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