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Foreword

This guidebook has been developed as an attempt to share the challenges we
have encountered while evaluating programs participating in the National Urban
Adolescent Pregnancy Prevention Program (NUAPPP). Much of the material has
been based on direct feedback from the NUAPPP participants, but it is important to

note that the guidebook itself has not yet been tested by any programs. Due to the
high demand for information about program assessment and evaluation, we have
made the current version available to programs while it is being further developed.

Therefore, this guidebook is, and should be treated as, a work in progress. We
welcome your feedback and suggestions for revision. Please refer to the contact
information at the end of the guidebook if you wish to send feedback. In the
meantime, we hope that this version will be useful to those of you who want to
conduct more thorough and systematic program assessment.
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Introduction

Evaluation is a broad term that can involve a wide variety of activities. Most of
these activities contribute to one of two types of evaluation: process evaluation or
outcome evaluation. Process evaluation involves examining how the program
works, and answering the following types of questions:

. How are we defining success?

r ls our program strong enough to be effective?

. Are we delivering the program as intended?

. Do we have the resources we need to implement the program?

But when most practitioners think of evaluation, they usually mean outcome
evaluation. Outcome evaluation seeks to answer the question "Does the program
work?" lt usually involves tracking changes in knowledge, attitudes, and behavior
over time through the use of surveys given to program participants. lt can also
involve tracking the same changes among a similar group that does not receive the
program, often called a comparison group.

There are many reasons why practitioners want to know whether or not their
program works. Among the most important of these reasons is the fact that those
who fund programs often require evidence of effectiveness, rather than relying
solely on information about numbers of participants. Community groups are using
evaluation as a tool for determining which programs to support. Program managers
want to know whether or not their program is effective. They also know that a
favorable evaluation can enhance the credibility of their program as well as
enhance our general knowledge about "what works."

So why do so many practitioners dread conducting an outcome evaluation? One of
the main reasons is a lack of resources. Evaluation can be costly and can take up
valuable staff time. lt can also be complex, requiring a diverse set of skills that
program staff may not have. Even when practitioners have the resources, some
are hesitant to evaluate because they are concerned about what will happen if the
results are unfavorable to their program.

The potentialfor unfavorable results needs to be considered when programs make
decisions about how and when to evaluate. In this guide, we present an approach
that practitioners can use to reduce the chances of an unfavorable evaluation. This
approach is based on the notion that programs should not conduct an outcome
evaluation untilthe program can be evaluated at a time when the chances for a
favorable evaluation are optimal. In other words, before asking the question, "Does
the program work?" we suggest answering the question, "ls our program working
well enough to expect that it will be effective?"

The process of obtaining an answer to this question can be complex, and few
resources exist to guide program managers through this process. This guide
provides a method for asking key questions that will help a program determine its

readiness for an outcbme evaluation. The questions can be thought of as a set oi
indicators that might affect the results of an evaluation. The indicators have been
organized into a Program Assessment Tool.



Use of the
Program

Assessmenf lool
for Process
Evaluation

The Program
Assessment Tool

The tool can also help practitioners conduct a process evaluation of their program'

a worthy pursuit in and of itself. A good process evaluation will:

o allow program managers to assess the strengths and weaknesses of the

program, wniin wltt allow for program development regardless of the

program's intent to conduct an outcome evaluation.

r help programs document areas of strength and progress made toward

program impiovements. This is particularly important for programs that lack

ih"-r"soutc"s for an outcome evaluation, since demonstrating the strengths

of a program can serve as a valuable means of gaining support for an

outcome evaluation.

The indicators described in the instrument fall into five areas, which are:

1. Strength of the program: includes indicators on the relationship

between program activities, objectives, and goals, and the program's

potential for success based on past research and current
attendance.

2. staff resources: includes indicators on staff support, training and

skills and the staffs commitment to evaluation.

3. Program philosophy: includes indicators on the program's

responsiveness to youth and community, and characteristics of the

staffs relationshiPs with Youth'

4. Program implementation: includes indicators on the quality and

quantitY of services delivered.

5. Population readiness for outcome evaluation. includes indicators

on the characteristics of the program's participants and any potential

comParison PoPulation'

Each of these areas consists of a set of indicators that are assigned scores based

on the program's performanCe. To arrive at a score for each indicator' some

questions lbout the program must be answered. Some of these questions can be

answered by program managers, but most of the questions must be answered by

those who deiiver the program. A few questions require input from the youth in the

program. Some questions may not be readily answered; they require that programs

kee-p tracX of the specific services delivered over time (one program cycle or one

month, for example), and document which individuals receive particular program

components and how often they receive them.

The tool can be used as often as desired; it can serve as a one-time assessment of

readiness for outcome evaluation, or it can be used every program cycle as a

method for tracking progress over time and documenting program consistency or

improvements.

Although the tool has been designed for programs considering embarking on an

outcome evaluation, it can also be used exclusively as a process evaluation tool,

Programs ising the tool this way can examine allfive areas at once, or can

e*arine one area at a time. (See page 4 for more information about how to use

this approach.)
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How this
Tool was

Developed

The set of indicators presented in this tool is largely derived from programs that
participated in the National Urban Adolescent Pregnancy Prevention Program
(NUAPPP)'. The purpose of NUAPPP was to conduct outcome evaluations of
some promising approaches to teen pregnancy prevention. The programs also
participated in a process evaluation, which involved an intensive examination of
each program's operations and implementation. The process evaluation uncovered
a number of challenges common to many of the programs that were likely to impact
the results of the outcome evaluation.

Some of the more common challenges included:

. Lack of intensity (programs not being long enough to bring about the
changes they were seeking to make);

. A weak connection between program activities and the goals;

o Staff turnover, insufficient staff training, monitoring, and/or support
(leading to inconsistent service delivery);

. Having to use program settings that were not conducive to providing
services;

o The use of staff who were not enthusiastic about the program or
committed to evaluation of the program;

. Low participant exposure to the program, particularly for programs
delivered over a long period of time;

. Too few program participants to study;

. Difficulties reaching study participants for follow up surveys; and

e Difficulties recruiting and retaining a well-matched comparison group.

The tool was originally developed as a way to document these challenges and
organize the information for reporting purposes. But when the tool was presented
to some of the NUAPPP programs, the staff expressed their interest in using it
themselves for program monitoring and development. They also encouraged us to
share the toolwith other programs.

Once the tool was developed, we conducted a pilot test to determine the extent to
which the scores on the indicators were related to program utilization, one measure
of program strength. One program with multiple sites of varying effectiveness
allowed us to generate scores by interviewing their staff at four program sites, two
with high utilization, and two with low utilization. Utilization was measured by
dividing the percentage of students at a schoolwho chose to participate in the
program by the total number of students at the school. We found that the two more
utilized sites had far higher scores on the tool than sites with lower utilization,
giving us confidence in the ability of the tool to gauge program utilization.

It is important to note that the set of indicators we present is not necessarily an
exhaustive list of the elements required for program success. They simply
represent a set of indicators common to many programs that, our experience
indicates, can interfere with or contribute to a program's readiness for outcome
evaluation.

t ttulppp was conducted by The National Organization on Adolescent Pregnanq, *r:
support from the Johnson & Johnson Family of Companies.

I

I

I

I

I
I
I
I

t

I

I
t
I
I
I



I
I
I
r
I
t
I
I
I
t
t
I
t
I
I
t
I
I
I

The The rest of the guide describes the step-by-step process by which programs can
Approach assess their readiness for outcome evaluation. The steps include

1. Developing a program model;

2. Deciding how to assign scores to the indicators on the tool;

3. Collecting the information needed to assess each indicator:

4. Calculating final scores and discussing the results;

5. Deciding whether to address any areas of weakness before starting an
outcome evaluation: and

6. Determining which evaluation-related tasks could be completed by
current program staff, and which tasks must be completed by an
outside evaluator.

Programs that wish to focus exclusively on a process evaluation can follow the
same set of steps, stopping after Step 5. For programs wishing to pursue a more
gradual process of self-assessment, the steps can also be applied to one area at a
time (again stopping after Step 5).
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Srrp O:
Develop a Program iltlodel

The development of a program model is a crucial first step in determining a
program's readiness to evaluate. The model helps you define the content of your
intervention and determine how your program defines success. lt can also help you
evaluate the strength of your program by examining connections between your
program activities and its objectives and goals.

A program model consists of four components: the program's goal or goals, the
program's objectives, the target population, and the intervention. These
components are typically outlined on a single sheet of paper, for an easier visual
examination of the model. A sample program modelcan be seen in Figure 1, and a
blank template for a program model is located in Appendix I to this guide,

Figure 1: Sample Program Model

'f;so, ' ";::

decrease the teen
birth rate in
Sycamore Hills

increase scores
on tests of
knowledge about
pregnancy and
pregnancy
prevention

increase the
percentage of
participants who
feel able to avoid
unwanted sexual
activity

decrease the
percentage of
participants who
report being
sexually active
within the last 30
days

increase the
percent of
sexually active
participants who
use contraception

males and
females aged 12-
17 who live in the
Sycamore Hills
neighborhood of
Anytown, NY

education about
the reproductive
system

education about
the
consequences of
teen sexual
activity

education about
contraception

education about
coping with peer
pressure

training in refusal
skills

provision of
condoms and
spermicide



Objectives
and Goals

Target Population

lntervention

The goal of the program can be defined as the outcome the program hopes to see
in the long term, such as prevention of pregnancy or STD. Many programs will
have just one goal. The objectives of the program can be considered short-term
goals that lead to the ultimate goal. Programs will often have multiple objectives
leading to one goal. These objectives might include (but are not limited to)
increasing the proportion of participants who use contraception consistently or
decreasing the proportion of participants who are sexually active. lt will be helpful
to decide how you will define consistency of contraceptive use or sexual activity,
since you will be measuring success according to these objectives.

Although the objectives should be measurable, consider whether or not you want to
specify a percentage change in a particular score or behavior. Some funders
require that objectives are phrased in this way, but it can be problematic for
practitioners. Setting a specific percentage change requires that programs know
the initial level of a behavior, then predict how much the intervention could change
that initial percentage. Most practitioners do not know the initial level of a behavior
they are trying to change, and predicting the degree of change often leads to
overestimates of the program's effect. This could lead programs to falsely conclude
that they failed when they have actually achieved some positive change. Instead,
you might consider stating that your intervention will significantly change a
behavior. This is a statistical term used to indicate that a change was greater than

would be expected by chance.

For example, an objective to improve contraceptive use could be stated one of two
ways:

1. Increase the proportion of participants who used contraception at
last intercourse by 25Yo, OR

2. Significantly increase the proportion of participants who used
contraception at last intercourse.

The target population should be defined as narrowly as possible. Does your
program focus on teens in specific age groups? Do you focus on females, males,
or both? Do you aim to reach all teens in a particular community, or teens from a

specific neighborhood or school? Specifying your target population allows you to
evaluate whether or not you are reaching those you aim to reach. This is an
important piece of information, since programs that gear their activities for a
specific target audience may find that they are not as effective if the actual
participants come from a different population.

In the intervention section, list the main components of the intervention. Some
thought should be given to what constitutes a program component, since each o'
these components will be examined in great detail in the section on prograrn
implementation. Program components might include (but are not limited to ) grou:
education about a specific topic, individual counseling about behavior, rol+'p a, -;
to practice desired behaviors, or provision of referrals to outside agencies lf .,c-
program offers multiple activities, you may want to consider grouping sir', ar

activities into categories such as those listed above. Alternatively. you cou c

I
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0bjectives
and Goals

]he goal of the program can be defined as the outcome the program hopes to seein the long term, such as prevention of pregnancy or STD. tut'any programs wirl
have just one goal. The objectives of the program can be considered short-termgoals that lead to the_ultimate goal. programs will often have multiple objectives
leading to one goar. These_objectives might include (but arenoitirlteo tb;
increasing the proportion of participants who use contraception consistenfly ordecreasing the proportion_of participants who are sexually'";ti";. lt will be'helpfulto decide how you will define consistency of contraceptiu6 ui" oi sexuat activity,since you will be measuring success according to these oo.1ecfives.

Although the objectives should be measurable, consider whether or not you want tospecify a percentage change in a particular score or behavior. some funders
require that objectives are phrased in this way, but it can be problematic forpractitioners. setting a specific percentage change requirei in"iprogr"rs knowthe initial level of a behavior, then predici how much the interveniion-couro cningethat initial percentage. Most practitioners do not know the initial level of a behaviorthey are trying to change, and predicting the degree of change often reads to
overestim-ates of the program's effect. This could lead progrims to falsely concludethat they failed when t!9v hgve actualty achieved some po"sitive cnange. Instead,you might consider stating that your intervention will significantty chaige abehavior. This is a statistical term used to indicate tnaia cnangl *". greater thanwould be expected by chance.

For example, an objective to improve contraceptive use could be stated one of twoways:

Target Population

Intervention

1.

2.

Increa.se the proportion of participants who used contraception at
fast Intercourse by 25o/o, OR

significantly increase the proportion of participants who used
contraception at last intercourse.

The target population should be defined as nanowly as possible. Does yourprogram focus on teens in specific age groups? Do you to"uron females, males,or both? Do you aim to reach all teens in a particulai 
"orruniiv, 

or teens from aspecific neighborhood or school? specifying your target populaiion ailows you toevaluate whether or not you are reaching those you iim io reach. This is animportant piece of information, since programs that gear their activities for aspecific target audience may find that they are not as effective if the actualparticipants come from a different populaiion.

In the intervention section, list the main components of the intervention. Somethought should be given to what constitutes a program component, since each ofthese components wiil be examined in great detair in the section on program
im.plementation. prograr components mignt incrude (but are not rimited to) grou:
education about a specific topic, individua-icounseling about behavior, role-pra,. ^3to practice desired behaviors, or provision of referrars to outsioe agencies. rf .,,ou.pro.gfam offers multiple activ.ities, you may want to consider grouprng srmiiar
activities into categories such as those lisied above. Atternativefi. yo, 

"or,.



choose to list each activity separately, if the activities are divided into separate
sessions delivered at different times. Program activities such as a bake sale to
raise funds should not be included as a main component of the intervention, unless
you believe it has an impact on your program's objectives and goals.

The program model is likely to be a more accurate reflection of the program if it is
completed in consultation with those who deliver the program, rather than completed by a
single program supervisor. lt is also important that those who will be assigning scores to
the indicators on the tool reach agreement on the program model, since scoring many of
the indicators will require use of this model.
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Srep O:
Decide How fo Assrgn Scores to the lndicators 0n the Tool

This step involves developing a plan for assigning scores to the indicators.
("lndicators" refers to a set of questions that will be asked about the program; each

response choice to a question is given a score.) To develop a plan, you will need

to:

1. Decide who willassrgrn scores to the indicafors. One option is to assemble a

team of your program staff; another is to ask an outside evaluator to determine
the scores. A team of program staff is a less costly option, and staff are likely
to have more intimate knowledge of the program than an outside evaluator.
Further, since many of the scores are subjective, you may have more
confidence in your decisions if you use a team of assessors rather than a

single outside evaluator. On the other hand, an outside evaluator can offer an

objective viewpoint that program staff may find difficult to achieve. Whatever
you choose, keep in mind that you will want to use the same team or evaluator
each time if you plan to use the tool to track your program's progress.

2. Read through the entire list of indicators and sef of guesflons connected to the
indicators. (For an overview of the list of indicators, see the worksheet in

Appendix ll, All-1.)

3. Determine which questions can be answered using information already
cottected by the program. You may want to use the worksheet in Appendix ll
(All-1) for this purpose.

4. Decide what information needs to be collected (see the worksheet in Appendix
ll), and divide this list into:

o questions for staff;

. questions for program participants (youth);

. questions for program managers;

. information to compile from existing program records; and

. new information to collect.

5. Determine who willbe responsible for collecting the information. The decision
about who collects the information directly from staff should be made with
some care, since it is important that staff give candid and thorough responses.
You will need to determine whether or not your program staff will be

comfortable giving unfavorable feedback to the management before you can

decide who should interview the staff. lf the staff are uncomfortable offering
honest feedback, you may want to ask an outsider to conduct the interviels. or

offer staff a chance to answer the questions anonymously, on paper. (See

Appendix lll for a sample staff survey.)
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Step 9, Secfion l;
Assess the Strength of the Program Model

The set of indicators in this area (shown in Figure 2, on the next page) can help
you examine the connections between the program's activities and its goals and
objectives as well as the intensity of the program. Assessing the strength of the
program model is a fundamental step to assessing the overall health of the
program. Even a faithfully implemented program using highly skilled staff is unlikely
to be effective if the ideas on which it is based are not logical.

Srep g:
Collect the lnformation Needed fo Asses s Each lndicator

ln this step, we suggest ways to collect the inforrnation needed to,ans*er the
questions in each of the five areas of the tool, since there are several possible
ways to obtain an answer. These include: 1) asking program staff, 2) asking
program managers, or 3) asking program participants, 4) examining existing
program documents, or 5) collecting new information.

We also provide suggestions for scoring each indicator. Please note that these are
only suggestions. Although some of the scores for the indicators lend themselves
to "number-crunching," you can choose to forego this method of assigning scores
and estimate the scores yourself. The more structured methods of scoring are
provided for those who wish to use a more systematic method of assigning scores.
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Figure 2: Program Assessrnent Tool Section l: Strenglh Of Program

ln order to arrive at scores for these indicators, you will want to refer to the program

model you created in Srep O and ask the following questions:

1. How many of the program objectives are linked to at least one program
component?

Method of Assessment: Examining existing program documents (program model)'

Referring to your program model, examine each objective and determine whether
the progiam includes at least one component that would logically be expected to

lead to ihe objective. The determination can be based on research as well as "the

common sense test." For example, it is reasonable to expect that a program

component involving a field trip to a family planning clinic might lead to increased

clinic attendance, but this component is unlikely to be linked to an objective such

as a decrease in substance abuse. See Figure 3 on the next page for exampies c{

the links between the program components and objectives for the sample prog'ar
model, keeping in mind that some components may be linked to more than one

objective and some components may not be linked to any objectives.

CRITERN ScoRr comu#gEuirpLEs

1. How many of the program objectives are linked to at least one

component?

4 = all:3 = mgst; 2= Some, 1 = few,0 = none

2. How many of the program goa|s are |inked to at |east one objective?

4 = all: 3= most; 2 = some; 1 = few, 0 = none

3. How strong is the evidence that the program's approach is effective?

4 = very strong;3 = somewhat strong', 2 = somewhat weak, I = very weaki 0

= no evidence

4. What proportion of program activities focus on promoting positive

behavior of participants (rather than knowledge or attitudes)?

4 = alt: 3= mosf: 2 = some; 1 = few, 0 = none

5. How likely is it that the program is long enough / strong enough' given

risk level of target audience?

4 -- very tikety (have evidence);3 = very likely,

2 = somewhat likely, 1 = not very lillely, 0 = not at all IW
6. What proportion of participants receive enough of the program for it to

have an impact?

4 = atl, 3= mosf; 2 = some; 1 = few, 0 = none
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Figure 3: Sample Program Model Showing Links between Program Activities (Components) and Objectives
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PROGRAM
COMPONENTS OBJECTIVES GOALS

Education about
the reproductive

system
Increase s@res on
tests of knowledge
about pregnancy
ano pregnancy

prevention

Education about
the consequences

of teen sexual
activity

Education about
contraception

Increase the
percentage of

participants who feel
able to avoid

unwanted sexual
activity

Decrease the
teen birth rate in
Sycamore Hills

Education about
coping with peer

pressure
Decrease the
percentage of

participants who
report being sexually
active within the last

30 days

Training in refusal
skills

Provision of
condoms and

spermicide

---Y

Increase the oercent
of sexually active

participants who use
contraceotion
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Last long enough to allow participants to complete
imoortant activities

Provide basic, accurate information about the risks of
unprotected intercourse and methods of avoiding unprotected
intercourse

Employ a variety of teaching methods designed to involve
the participants and have them personalize the information

lnclude activities that address social pressures to have sex

Provide models of and practice in communication,
negotiation, and refusal skills

,."*T':ff ;',?f ;:ffi?:#'l:^Tl[fi i:,1[""$gE[""is,'i:1,
How to score:

Check each characteristic that describes your program and use the
following guidelines to decide how strong the evidence is:

7 or more characteristics = very strong evidence

5-6 characteristics = somewhat strong evidence

3-4 characteristics = somewhat weak evidence

1-2 characteristics = very weak evidence

4, What proportion of program activities foCus on promoting acguisition of new
skills or positive behavior of participants {rather than knowledge or
attitudes)?

Method of Assessment: Examining existing program documents (program model).

Most experts agree that behavior change is unlikely to occur without knowledge
about pregnancy prevention, but that improving knowledge is not sufficient for
producing behavior change. Similarly, it is important to address attitudes toward
sex and pregnancy, but the most effective programs devote a substantial amount
of time to activities designed to allow participants to practice positive behavior,
such as negotiating abstinence or contraceptive use.

How to Score:

Examine each program component and determine whether or not it includes
activities designed to directly affect behavior, rather than just knowledge or
attitudes. For example, a program component providing information about
reproduction might be expected to only improve knowledge, while a component on
values about sex might be expected to improve attitudes toward sex. A componen:
providing opportunities to practice refusal skills might be expected to change botr
attitudes and sexual behavior.

IJ
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5. How likely is it that the program is long enough and strong enough to
achieve the program's goal(s), given the risk level of the target audience?

Method of Assessment: Examining existing program documents (program model),
asking program participants (if necessaryt

A program's length ani sirength rerlec:s :ts irtensity. The intensity needed to
^ ^L:^' 

,^ f h^ n ranrour rtsve . re , v-u arr^ S gOa'S ,'. . ;a-.' a3€c'C 19 tO ti:e needS Of the tafget
pocu ja:io^ trc'exa-: e. a s^i: :':"-:-e- :-a: foc:ses on providing information
a33,:3'eg-e''^: ='?.e-:3- - :-::3 s--:e^i'cr a'o''ver rtsk population, but is

-^ t? ::: :€ -:3-s .= "-:-:- :: 3:-- :.e :^e sarre goals tvith a higher risk
i'.^-

-:*:: S:,:.:

' =:---::::: -s. :.e :':-e cop:lation yourprogram serves. (You may need
:: :::,-:-:: 

= 
s-:1 s--,e.. o'participants to obtain this information.) There are

-z-.. ::-:.:-a:- 3 cia'acterrstics associated with an increased risk of
: -";- z- tr. . so-e cf these are listed below. For each of these characteristics,
?-<:-a:s ::e pefcentage of your program participants who are:

{ noi living with two parents (_"/.)
{ having a mother who did not complete high school (-%)
{ having a mother or sister who gave birth as a teen (_%)
{ having a family income below the poverty line ( %)

{ living in an area with high residentialturnover L-%)
J doing poorly in school (_Y")
{ using alcohol and/or drugs ( %)

Find the characteristic by which you wrote the highest percentage, and use the
guidelines below to estimate the risk level of the program population:

t- - - - |t, 
l|o/o* = higher risk i

Ir 40-69% = moderate risk
I

' 0-39% = lower risk
I

I

2. Make a judgment about whether the program is intensive enough, based on
the risk level of the participants. There are no rules for determining how
intensive a program must be. As a general rule, programs delivered in just a
few sessions are unlikely to be intensive enough. Programs delivered
frequently over a period of several months (or years) can be considered more
intensive.

6. What proportion of program participants receive enough of the program for it
to have an impact?

Method of Assessment: Examining program documents (attendance records).
collecting new information.

In addition to examining program intensity as it appears on paper, program
intensity should also be examined according to the intensity experienced by the
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program participant. since programs typically include all of their participants in an

lvaiuation, it is important that i majority of the participants get the maximum

;;;.ilt" #efit oi the frogtu'1..' uy ittenoing most of the sessions or receiving most

of the program's services'

How to Score:

The numbers you need to answer this question will vary according to the type of

piolr* you nuu". Two types of programs are discussed here: 1) programs that
'offJr tne same interuenti6i to att paiicipanfs, and 2\ programs that offer a

p,"i"iin"tir,"d set of servlces based on individual needs (the case management

approach).

l.ProgramsofferingsamelnteruentiontoAl|Pafticipants:

t count the number of program sessions each participani attended in

the past month or past program cycle'

.f Count the number of program sessions that the individual could have

attended.

J Divide the number of sessions each participant attended (first number

above) by the number the individual could have attended (second

number aoove);this results in a fraction, which when multiplied by 100'

gives You a Percentage'

J Decide on the minimum percentage of program sessions that you

believe is needed for the program to have some impacf. This number

ooes noihave to be specific io an individual; it can be the same for all

ParticiPants.

{ count the number of participants whose percent attendance was as

highorhigherthanthepercentsetbytheprogramasidea|.

lf your program has coltected individual attendance information' it will be

possible tJobtain the first two numbers by examining attendance records' lf

yourprogramhasdocumentedon|ythenumberofparticipantsateach
session, not the identity of the participants, you wil| need !o co||ect new

information. To be most accurate, you will want to collect individual attendance

ou"trperiodofatleastonemonthoroneprogramcycle'Thesample
worksheet in Figure 4 may be useful if you are unsure about what information

to collect.

15
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2. Case Management Styte programs:

lf your program consists mainry of case management styre services, this
question is more difficult to answer. lt is likely inat att of your program
participants will receive a bas,ic service (such as an individuai counseling
session), but only a portion of those participants will receive more intensive
services. To make the scoring easier, do the calculations below for clients who
visitedrruithin a specific time frame, such as the past month or past program
cycle. To determine what proportion of your participants receive enough of theprogram:

{ count the number of services the participant received. (count each
contact as a separate service.) (For exampre, individuaicounsering
followed by two terephone foilow up contacts = 3 services.)

{ Count the number of services that the individual could have received if
they had foilowed the program's recommendations. (For exampre, one
individual counsering session foilowed by 5 group sessions and 3
telephone contacts = g services)

J Divide the number of services received (first number above) by the
number of services recommended (second number above). (Vou will
need to carcurate this proportion separatery for each program
participant.)

{ Decide on the minimum percentage the total services that you betieve
is needed for the program to have some impact you can either: 1 )assign the same percentage to ail participants or 2) assign a unique
percentage to each participant based on his/her individual needs.

{ count the number of participants whose percent of services received
was as high or higher than the percent set by the program as idea .

to
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Step 9, Secfion II:
Assess Your Staff Resources

The list of indicators representing staff resources is presented in Figure 5, on the
next page. The indicators are aimed at assessing the support available to the staff
and the staffs feelings about evaluation. The indicators are based on the idea that
staff who are supported are more likely to be satisfied, deliver the program
effectively, and are more likely to meet the needs of the program participants.

To assess your staff resources, you will need to ask the following questions:

t. What proportion of the staff who were employed by the program one year
ago are stillwith the program today?

Method of Assessment: Examining existing program documents, asking program
managers.

Staff turnover can have a large impact on program effectiveness. High staff
turnover can often interfere with the quality of services provided. lt can also be a
sign of staff discontent, which can affect service delivery. Staff turnover can also
affect the participants'perceptions of program quality.

How to Score:

{ Compile a list of program staff one year ago and count the number of
staff who are still with the program. You may want to consider program
volunteers to be staff if they are delivering some program components.

{ Divide the number of staff who are still with the program by the total
number of staff one year ago.

{ Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

17
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Figure 5: Program Assessmenf Tool Section //..Starf Resources

1. What proportion of the staff one year ago are still with the program
today?

4 = all; 3 = rnosf; 2 = somei 1 = few, 0 -- none

2. What proportion of the staff know the program's goals, objectives, and
target group?

4 = alt, 3 = rnosf; 2 = some: 1 = few, 0 = none

3. What proportion of the staff have all of the skills they need to
implement the program (OR are given training in all the skills they
need?)

4 = all; 3 = rnost 2 = some, 1 = few 0 = none

What proportion of the staff receive feedback from suoervisors
frequently enough?

4 = all, 3 = most 2 = some; 1 = feq 0 = none

What proportion of the staff believe that monthly reports are required
and enforced?

4 = all; 3 = rnost 2 = some, 1 = few, 0 = none

6. What proportion of program staff feel supported by management?

4 = all; 3 = mosf, 2 = somei 1 = few, 0 = none

7. What proportion of staff are given the opportunity to suggest program
changes?

4 = all, 3 = mosf; 2 = some: 1 = few, 0 = none

8. What proportion of the staff have adequate opportunities for
professional groMh?

4= all;3 = mosf; 2= some., 1=few,0= none

9. What proportion of the staff believe that the institutional leaders
support the program?

4 = all:3 = most 2= some., 1 = feV0 = none

10. What proportion of the staff are committed to evaluation?

4 = alf, 3 = rnosf; 2 = some; 1 = few, 0 = none

11. What proportion of the staff are willing to change the program based
on evaluation findings?

4= all,3 = mosf; 2= someil=few0= none

18
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2. what.proportion of the staff know the program's goats, objectiVes and target
population?

Method of Assessment: Asking program staff.

ln order to maintain consistency in service delivery, it is important that all staff
share a common perception about the program's goals, objectives and target
population. lt is also important that these perceptions reflect the program
managers' ideas about the program. To assess these perceptions, it is most
accurate to ask staff themselves, rather than relying on supervisor's perceptions of
their staff.

To assess their knowledge, you can ask them the following questions:

. As you understand them, what are the long-term goals of this
program? What are the shortterm goals (also known as objectives)?

r What are the characteristics of the main audience you are trying to
reach?

How to Score:

{ Decide on the "correct" answers to the questions above.
{ Count the number of staff who answered all of the questions correctly.
{ Divide this number by the total number of staff who answered the

questions.

,/ Assign a score of 0-4 using the following scale: .g0 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

:3. What proportion of the staff have all of the skills they nbed to implement the
program?

:: l':

Method of Assessment: Asking program staff (those who deliver the program).

Programs have different methods for ensuring that their staff have the skills they
need. Some programs do not offer training, but hire staff who already have all of
the skills they need. Others offer complete training for all staff which includes
supervised opportunities to practice skills. Most programs fall somewhere in
between.

The most accurate way to answer this question is to ask staff about the skills they
already had when they were hired, as well as the training they received.
Specifically, you can ask the following questions:

o Did your staff training/orientation include any training in the skills you
might need to implement the program? (do not include unsupervrsed
on-the-job training)

. (lf yes) Were you given an opportunity to practice these skills befo:e
you started delivering the program?

. (lf no) Did you feel you needed additional training before you .e :
prepared to deliver the program?

I
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How to Score:

{ count the number of staff who responded that they either 1) had an

opportunity to practice skills or 2) did not feel that they needed any

training'

t Divide this number by the total number of staff who answered the

question.

./Assignascoreof0-4usingthefol|owingsca|e:.90to1=4,.60to
.g9=i, .30 to .59=2, .10 to .2g=1,0 to .09=0 (or make a judgment using

the guidelines on the worksheet)'

4, What proportion of staff receive regular/frequent feedback from supervisors?

Method of Assessment: Asking program staff'

Although most program managers are likely to believe that they provide adequate

feedback to their siaff, it is impiortant to assess whether or not staff believe that the

feedback is frequent enough io meet their needs' To make this assessment' you

can ask staff:

.Howoftendoyougetfeedbackfromyoursupervisoronyour
performance (not inc|uding feedback on the numbers served)?

o ls this amount of feedback too frequent, as frequent as you would like,

or not frequent enough?

How to Score:

{ Count the number of staff who believe that feedback is as frequent as

theY would like'

./ Divide this number by the total number of staff who answered the

question'

tAssignascoreofO-4usingthefo||owing'sca|e:.90to1=4,.601o
.ggi, .30 to .5g=2, .10 to .2g=1,0 to .09=0 (or make a judgment using

the guidelines on the worksheet)'

:,
5. what proportion of staff believe that monthly reports are required and

enforced?

Method of Assessment: Asking program staff'

Staff monitoring is an important indicator of staff support. one systematic way to

frovide monitoiing is through the use of staff reports. These reports can also serve

as a means of pririOing stJff support, particularly when they offer staff an

opportunity to provide iiformation about program Successes or challenges' rather

than focusing exclusively on numbers served'

To answer this question, you can ask staff the fo|lowing questions:

oDoesyoursupervisorrequirethatyoucompletemonth|yreports?
.(lfyes)Whathappensifthesereportsarenotproduced?

How to Score:

t count the number of staff who believe that monthly reports are

required and enforced.

20
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Divide this number by the total number of staff who answered the
question.

Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

6. What proportion of staff feel supported by management?

Method of Assessment: Asking program staff.

Although the previous questions will provide some information about the level of
support offered to staff, it is important to also ask staff whether or not they feel
supported by their supervisor, in order to learn more about staff satisfactibn.

How to Score:

./ Count the number of staff who report that they feel supported by their
supervisor.

{ Divide this number by the total number of staff who answered the
question.

J Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

7 - what proportion of staff are given the opportunity to suggest program
changes?

Method of Assessment: Asking program staff.

Staff are more likely to feel supported if they believe that their input is actively
solicited. Staff input is also crucial to program health, since staff are often tne first
to notice a problem with program quality. The answer to this question can be
obtained simply by asking staff:

r Are you ever asked to make suggestions to improve the program?

How to Score:

{ Count the number of staff who answer yes to this question.
{ Divide this number by the total number of staff who answered the

question.

{ Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

what.proportion of staff have adequate opportunities for professional
growth?

Method of Assessment: Asking program staff.

Staff who are given the opportunity to enhance their skills and knowledge by takrng
courses or attending conferences are more likely to feel supported and may be
more likely to stay with the program. To answer this question, you can ask stas

LI
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. Do you feer that you are given enough opportunities to attend
conferences, or take courses to enhance your professional groMh?

How to Score:

{ count the number of staff who answer "yes" to this question.
{ Divide this number by the total number of staff who answered the

question.

I Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1.,0 to .09=o (or make a judgment using
the guidelines on the worksheet).

what Rroportion of staff believe that the institutional leadeis support the
program?

Method of Assessment:Asking program staff.

For programs that operate within a larger agency (such as a ywcA or school), the
support that the program staff receive from the agency leaders will have an impact
on the program's effectiveness. staff who feel supporied by the agency will be
more likely to be satisfied with their work, and may be more likely to retain
participants. To answer this question, ask staff:

. Do you think that the readers of this agency support the program?

How to Score:

{ count the number of staff who answer yes to this question.
{ Divide this number by the total number of staff who answered the

question.

I Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .19=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

10. what proportion of the staff are committed to evaluation?
I

Method of Assessment: Asking program managers, asking program staff.

Regardless of a program's readiness to evaluate, if the program staff are not
committed to evaluation, they may not put forth the effort necessary to make sure
the evaluation is done properly, and may not make good use of the results. In order
to assess staff commitment to evaluation, ask both program managers and staff
the following questions:

. rn your opinion, what are the benefits to evaruating this program?

. What are the drawbacks?
o Do you think the benefits outweigh the drawbacks?
o What would be required of you in an evaluation?
. Would these requirements be a burden for you?

How to Score:

{ Make a judgment about each staff member's commitment to
evaluation, based on their responses to the questions above.

22



Count the number of staff who you believe are committed to
evaluation.

Divide this number by the total number of staff who answered the
question.

Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

11. what proportion of the staff are willing to change the program based on the
results of the evaluation?

Method of Assessment: Asking program managers, asking program staff.

The staffs willingness to change the program can affect its longevity as well as the
usefulness of conducting an evaluation. To answer this question, you can ask both
program managers and staff the following questions:

o How would you feel if an evaluation showed that you had to change
your style of delivering the program?

o Are there any program components you would be willing to drop if an
evaluation suggests that they don't contribute to achieving the goals of
the program?

How to Score:

Make a judgment about each staff member 's willingness to change the
program, based on their responses to the questions above.

Count the number of staff who you believe would be willing to change
the program.

Divide this number by the total number of staff who answered the
question.

Assign a score of 0-4 using the following scale: .g0 to 1=4, .60 to
.89=3, .30 to .59=2, .'10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

Step 9, Secfion

{

,/

{

{

J

{

{

III:
Examine Some Aspects of the Program's Philosophy

This area comprises a variety of program characteristics representing the
program's philosophy toward its youth and the community. These aspects of the
program's philosophy are likely to have a direct impact on the effectiveness of the
program, since programs that attempt to tailor their program to the needs of their
youth and the community are more likely to deliver relevant services and retain
their participants. Other aspects of the program's philosophy relate to the
characteristics of the staff it employs. Some of these characteristics include the
image that staff present to the youth, and their friendliness and enthusiasm.
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The list of indicators representing the program's philosophy is presented in Figure
6'.To determine your program's scores for these indicators, you will need to ait tne
following questions:

Figure 6: Program Assessrnenl Tool Section lll: program phitosophy

1. To what extent did the program involve the community in
developing the program?

4 = large extent;3 = somewhat large ertent,
2 = somewhat small ertent,1 = small extent:
0 = did not consuft

2. How frequently does the program use input from community
members in revising the program?

4 = very frequently,3 = sonewhat frequenfly,
2 = somewhat infrequently, 1 = very infrequenfly,
0 = not at all

3. To what extent is the program setting youth-friendly?

4 = large ertent 3 = somewhat large extent;
2= somewhat smallextent, j = small extent
0 = not at all

4. To what extent is the program accessible, in terms of its setting
and hours?

4 = large extent;3 = somewhat large extent;
2= somewhat small extent 1 = small ertent,
0 = not at all

5. What proportion of the staff are youth-friendly?

4 = all; 3 = mosf; 2 = some, 1 = few, 0 = none

6. To what extent did the program involve youth in developing the
program?

4 = large extent 3 = somewhat large ertenl
2 = somewhat small extent; 1= small extent:
0 = did not involve vouth

7. How frequently does the program use input from program
participants in revising the program?

4 = very frequently,3 = somewhat frequenily,
2 = somewhat infrequently, 1 = very infrequentty,
0 = not at all

8. What proportion of the staff act as role models?

4 = all', 3 = rnosli 2 = some', 1 = few 0 = none

What proportion of staff are enthusiastic about the program?

4= all;3 = mosli 2= somei 1-- few,0= none

L+
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1. To what gxtent did the program involve the community in developing the
program? ' -

Method of Assessment: Asking program managers.

Programs are more likely to be effective if they consult the community about its
needs and incorporate their feedback as they design the program. Community
members in this case should include youth, parents, and youth workers. Youth
workers can include a wide range of individuals, from those who work in youth
service agencies to clergy, teachers, and parole officers.

Efforts to involve the community can range from conducting a formal needs
assessment 3 to making note of any unsolicited input offered by community
members. To answer this question, you can ask program managers the following
questions:

. Did your program use the results of a community needs assessment in
designing the program?

. Did the program seek (other) input from the community and use the
results in designing the program?

. (lf yes) What type of input did they get? About how many peopte
contributed inout?

How to Score:

Although there is no scientific way to judge the extent to which the community was
involved, you might use the range of efforts listed above to make your judgment on
the score for this indicator. The use of a community needs assessment probably
indicates that the community was involved to a large extent.

How frequently does the program use input from community members in
revising the program? , , ,

Method of Assessment: Asking program managers.

Even the strongest programs require revision from time to time. The results of
revising the program are more likely to be effective if the program makes changes
based on input from the community. (Refer to Question 1 above for a definition of
"community"). To be most effective, the process of consulting the community
should be deliberate and systematic. For example, programs can schedule regular
meetings with the community to deliver progress updates and seek input.

To answer this question, you can ask program managers the following questions:

r Do you have any system in place for soliciting regular input from the
community?

. (lf yes) How frequently do you use this system?

'A community needs assessment is a process by which programs leam about how a
problem affects a particular community, and learn more about which types of remedies
might be acceptable. For more information, refer to the following publication: Bnncis, C
Card, J.J., Niego, S., & Peterson, J.L. (1996). Assessing your community's needs an:
assets: A collaborative approach to adolescent pregnancy prevention. Los Ahos CA:
Sociometrics Corporation.

2.
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. (lf system is in place) Have you ever made a change to the program
based on input from the community?

How to Score:

There are no rules to determine how frequently the community should be
consulted. For the purposes of scoring, you might want to consider a frequency of
once every program cycle as very frequent, and a frequency of less than once per
year as very infrequent.

3. To what extent is the program setting youth-friendly? ., :

Method of Assessment: Asking program staff, asking program participants.

To answer this question, you can ask the following questions to both the program
participants and the program staff:

. Do you think the program participants are comfortable in this setting?

. Does this setting offer enough privacy?
o Does this setting offer enough space for the participants?

. Does this setting have enough youth-friendly materials (like posters,
brochures, etc.)?

How to Score:

{ Count the total number of "yes" responses you have.

{ Calculate the total number of possible "yes" responses by multiplying
the number of people you interviewed by 4 (because you asked four
questions).

{ Divide this total number of "yes" responses you have by the total
number of possible "yes" responses.

{ Assign a score of 04 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29--1,0 to.09=0 (or make a judgment using
the guidelines on the worksheet).

4 To what extent is the program accessiblC, in terms of its,setting4nd:hours?

Method of Assessment: Asking program staff, asking program participants. 
?

You can assess the program's accessibility by asking program participants and
staff the following questions:

. ls it easy for most participants to get to the program?

r Do you think that the program's hours are convenient for most
participants?

How to Score:

{ Count the total number of "yes" responses you have.

{ Calculate the total number of possible "yes" responses by multiplyrng
the number of people you interviewed by 2 (because you asked t*'o
questions).

{ Divide this total number of "yes" responses you have by the tota
number of possible "yes" responses.
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{ Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

5. , What proportion of the staff are youth-friendly?

Method of Assessment:Asking program staff, asking program participants.

You will get more candid answers to these questions if you ask the program staff to
rate their colleagues on their responsiveness to the program participants, rather
than rate themselves on these characteristics. The program's participants should
also be asked their opinions about the staff. The questions can be worded as
follows:

. In your opinion, how many of the staff have respect for the youth in the
program? Would you say all, most, some, few, or none?

o How many of the staff make an effort to talk to the youth in the
program individually to ask how things are going? Would you say all,
most, some, few, or none?

. How many of the staff are friendly to the program participants? Would
you say all, most, some, few, or none?

. How many of the staff care about the youth in the program? Would you
say all, most, some, few, or none?

How to Score:

t Assign numbers (or "points") to each response, such as 4=all, 3=most,
2=some, 1=few, O=none.

{ Calculate the total points it is possible to score by multiplying 16 (the
maximum number of points that could be given by one person) by the
total number of people you interviewed.

,/ Add all of the points based on the responses you received, across all
respondents.

t Divide this number by the total number points it was possible to score.

I Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet)

.a

6. To what extent did the program involve youth in designing the program?

Method of Assessment: Asking program managers

To answer this question, you can ask program managers:

. When the program was being developed, did the program make any
attempt to seek input from youth who might participate in the program?

. (lf yes) Did they set up a formal meeting with youth? Were the youth
asked specific questions about what program features they needed?

r (lf youth were consulted) Were the results of this input used in
designing the program?

How to Score:

This indicator does not lend itself to precise measurement. You can consrce'a
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program to have involved youth to a large extent if staff held one or more formal
meetings with youth in which youth had an. opportunity to teil program oesigne;
what they needed (rather than simpty react to'an atreidy_oesignjo progr";;.- 

-

7. How freq_uenfly does the program use input from program participants inrevtstng the program?

Method of Assessment: Asking program managers.

To answer this question, you can ask program managers:

' How often are the youth in this program asked what they think about
the program?

r How often are the youth given an opportunity to suggest changes to
the program?

' Has the program ever been changed based on a suggestion from
program participants?

How to Score:

There are no rures to determine how frequenfly youth shourd be consurted. you
might want to consider a frequency of once every program cycre as very rr"cr"nt,and a frequency of less than once per year as very inflequent.

-8. what proportion of the program staff act as rore moders to the programparticipants?

Method of Assessment:Asking program managers, asking program staff.

This question can be answered by asking both program managers and staff thefollowing question:

r rn your. opinion, what proportion of the program staff set good
exampres of behavior for the program participantse wouioyou say ail,
most, some, few, or no staff set good exampies?

How to Score:

{ Assign numbers (or "points") to each response, such as 4=alr, 3=most,
2=some, 't =few, O=none.

{ calculate the totar points it is possibre to score by murtiprying 4 (the
maximum number of points that courd be given oy one'p"r"Jnt by the
total number of people you interviewed.

{ Add all of the points based on the responses you received, across arl
respondents.

I Divide this number by the totar number points it was possibre to score.{ Assign a score of 
^0-4 

using the following scale: .90 to 1=4, .60 to
.89=3, .30 to.59=2, .10 to .29=1,0 to.0-9=o (or make aludgi..,ent r.,ng
the guidelines on the worksheet)
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9: what proportion of program staff are enthusiastic about the program?

Method of Assessment: Asking program managers, asking program staff.

Most program managers and staff would agree that staff who are enthusiastic
about the program are more likely to deliver it effectively. To answer this question,
you can asK program managers and staff the following question.

o In your opinion, what proportion of the staff are enthusiastic about the
program? Would you say all, most, some, few, or no staff are
enthusiastic about the program?

How to Score:

{ Assign numbers (or "points") to each response, such as 4=all, 3=most,
2=some, 1=few, O=none.

Calculate the total points it is possible to score by multiplying 4 (the
maximum number of points that could be given by one person) by the
total number of people you interviewed.
Add all of the points based on the responses you received, across all
respondents.

Divide this number by the total number points it was possible to score.
Assign a score of 0-4 using the following scale: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet)

Step C), Section lV:
Assess How Well Each Program Component ls Being

lmplemented

This area includes a set of indicators (shown in Figure 7) that allow you to assess
the quality of implementation of each program activity or componeni. you will need
to refer to the program model you created in step O for a list of your program
activities or components. (The components are the set of program activities listed
in column 1.) You will need to ask the following questions for EACH program
activity or component:

I' How often is sufficient time available to deliver the activity or,component?

Method of Assessment: Asking program staff.

To answer this question, ask program staff the following question:

o How often do you have enough time to deliver this activity or
component? Would you say always, most of the time, sometimes.
rarely, or never? (lf answer is not "always", you may also want to ask
why time is insufficient)

t

{

I
{
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*-Xlrign 
nrtu"rs (or "points") to each response, such as 4=ail. 3=most.

2=some, 1=few, O=none.
/ calculate the totat points it is possible to score by multiplying 4 (the

maximum number of points that could be given by one person) by the
total number of people you interviewed.

I Add all of the points based on the responses you received, across all
respondents.

{ Divide this number by the total number points it was possible to score.
{ Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to

.89=3, .30 to .59=2, .10 to .29=1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet)

Figure 7: Program Assessmenf Tool Section lV: program lmplementation

-USE ONE SHEET PER PROGRAM COMPONENT. Examples of program components include tutoring,
education about anatomv. etc.

1. How often is sufficient time available to deliver this component?

4 = always;3 = rnosf of the time;2 = sometimes:
1=rarely,0=never

2. How often are supplies/ physical resources available to deliver
this component?

4 = always;3 = mosf of the time;2 = sometimes-.
1=rarely,0=never

3. How often is the component delivered as planned?

4 = always;3 = mosf of the time;2 = sometimesi
1=rarely,0=never

4. How often is the component delivered by staff who are prepared
and feel competent to deliver this component?

4 = always;3 = most of the time; 2 = sometimesi
1=rarely;O=never

5. What proportion of participants appear to be responsive to the
component's message?

4= all;3 = rnost 2= some:1=feq 0 = none

6. What proportion of participants receive this component (as
compared to the proportion you want to receive this
component)?

4 = all;3 = most 2 = sone: 1 = few,0 = none
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How often are materials and space availabte to deliver this activitv orcomponent? '

Method of Assessment: Asking program staff.

Materials and space can include any physical resource necessary for effective
delivery of a component, including, for example, a VCR, condoms, or a special
space that allows for private conversations. To answer this question, ask'program
staff the following questions:

o what materials do you need to deliver this activity or component?
e What kind of space is required?
. How often do you have the materiars and space you need to deriver

this activity or component? wourd you say atwayi, most of the time,
sometimes, rarely, or never?

How to Score:

./ Assign numbers (or "points") to each response, such as 4=arways,
3=most of the time, 2=sometimes, 1=rarely, 0=never.

,/ calcutate the total points it is possible to score by multiplying 4 (the
maximum number of points that could be given by one person) by the
total number of people you interviewed.

./ Add all of the points based on the responses you received, across all
respondents.

,/ Divide this number by the total number points it was possible to score.

./ Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .2g=1.,0 to .0g=0 (or make a judgment using
the guidelines on the worksheet)

How often is this ac" " " :;"' 
.1^-_tivity or component delivered as ptanned?

Method of Assessment: Examining program documentation or collecting new
information.

The most accurate way to assess the extent to which the program is being
delivered as planned is.through examining documentation, ralher than rellingon
staff perceptions. The documentation should be specific to each program session,
and should include a summary of the planned program content and i space to
indicate which portions of the session were actually delivered. For greater
accuracy, it is important that the session plans are completed prior to program
delivery.

lf your program currenfly collects the necessary information, you may be able to
rely on existing program documents to answer this question. jr not, you can use the
sample checklist in Figure 8 (next page) over a period of time (one month or one
program cycle, for example) to collect this information.

How to Score:

./ Review the information you have or information you collect and raie
each program session accordingly:

a: session was delivered according to plan

JI



b: session was mostly delivered according to plan (with a few
minor changes)

c: session delivered was substantially different from session
planned

./ Count the number of a, b, and c ratings you gave.

./ Base the score on the letter that was given most frequently.

4. How often is the activity or component delivered by staff who are prepared
and feel competent to deliver the component?

Method of Assessment: Asking program staff.

Some programs suffer from chronic staff shortages which often means that s:a=
must fill in for each other, delivering services they do not normally delive:. T* s --
affect the quality of service delivery, since some staff may not feel comeele-: ::

32I

Figure 8: Sesslon Checklist

DATE: PRESENTER:

TOPICS PLANNED: # MINUTES PLANNED # MINUTES SPENT

TOPICS ADDED: # MINUTES SPENT

Did you spend as much time as planned on each topic? lf not, list reasons below:

Did you add any topics? lf so, why?

ls there anything you would change next time you present this session?
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deliver some program components. To answer this question, it will be useful to
consult the staff who do not normally de_liver this component, since they might
have filled in for the staff who normally deliver the component. They can Oe asflo
the followins t':;:;,ever 

had to deriver this acrivity or component? (rf yes,
ask the following questions:)

1. How many times did you deriver this component during the rast
month (or last program cycle)?

2. Did you feer as if you had the necessary skiils to deriver this
component?

How to Score:

'/ Count the number of times that the component was delivered by staff
who DID NOT feel competent to deliver the component.

./ Divide this number by the number of times the component was
derivered rast month (or rast program cycre) by any staff member.

./ Subtract this number from 1.

./ Assign a score of 0-4 using the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .10 to .?9=1,,0 to .0-9=0 (or make a judgment using
the guidelines on the worksheet).

5- what proportion of participants appear to be responsive to the message?

Method of Assessment:Asking program staff.

This question can be answered by asking program staff the following question:

' In your opinion, what proportion of the participants are interested and
engaged when you deriver this component? wourd you say att, moit,
some, few, or no participants are interested?

How to Score:

./ Assign numbers (or "points") to each response, such as 4=all, 3=most,
2=some, 1=few, O=none.

./ carcurate the totar points it is possibre to score by murtiprying 4 (the
maximum number of points.that courd be given by one person) by the
total number of people you interviewed.

'/ Add all of the points based on the responses you received, across all
respondents.

'/ Divide this number by the total number points it was possible to score../ Assign a score of 0-4 usinq the foilowing scare: .90 to 1=4, .60 to
.89=3, .30 to .59=2, .'10 tol2g=1,, 0 to .0b=0 i;;maxe a judgment using
the guidelines on the worksheet).

6. I_lilry:p.rtion of participants receive this component (compared to theproponton you want to receive this component)?

Method of Assessment: Examining program documents (attenoance recorcs ) o.collecting new information.
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Although any program assessment will entail an examination of overall program
attendance, it is also important to examine the attendance within each program
component. Although the attendance goals may not vary by component for
programs offered in a school setting, they may vary for some voluntary programs
that offer specialized components (tutoring, for example). lf a component is
delivered over several sessions, it is necessary to know the identity of the
participants who attend each session, since the numbers alone cannot determine
how many participants received at least one session within a component.

How to Score:

lf component is delivered in one session:

./ Count the number of participants in attendance at the session.

./ Divide this number by the number of overall program participants; the
result is the proportion of participants who received the component.

./ Decide on the proportion of your participants who would ideally receive
this component. (For example, you may strive to offer tutoring to 30%
of program participants.)

./ Compare the proportion who received the component with the
proportion who would have ideally received the component, and make
a judgment as to how similar they are.

lf component is delivered over several sessions:

./ Decide on the number of sessions a participant must attend before
they can be considered to have received the component. (Four out of
eight sessions, for example)

./ Count the number of sessions offered in the past month or program
cycle.

./ Count the number of sessions each participant attended in the past
month or past program cycle. The sample worksheet for collecting
individual information on program attendance (see Figure 4 on page
15) can be used to determine this number, if your program does not
already collect this information.

count the number of participants who attended the required number of
sessions to determine how many participants can be considered to
have received the component.

Divide this number by the number of overall program participants; the
result is the proportion of participants who received the component.
Decide on the proportion of your participants who would ideaily receive
this component. (For example, you may strive to offer tutoring to 30%
of program participants.)

Compare the proportion who received the component with the
proportion who would have ideally received the component, and make
a judgment as to how similar they are.
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Step 9, Secfion V;

Examine Your Potential study population's Readiness for
an Outcome Evaluation

The set of indicators in this area are designed to herp programs rearn more aboutwhether the program participants wourd mare an appropriate study popuration, andwhether or not an appropriate comparison group is available.
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The following set of questions will need to be answered to assess these indicators
(shown in Figure 9):

1. To what extent is the population served similar to the target population?

Figure 9: Program Assessmenf Tool Section V. Readlness Of Population For Outcome Evaluation

1. To what extent is the population served similar to the target
population?

4 = large extent,3 = somewhat large extent,

2= somewhat smail ertent,1 = small extenf,
0 = not at all

2. How likely is it that the number of program participants is large
enough for an outcome study?

4 = very likely, 3 = somewhat likely, 2 = somewhat unlikely, 1 =
very unlikely (buf posslb/e),

0 = not at alllikelv

3. How likely is it that recruitment of program population can take
place within evaluation timeframe and budget?

4 = very likely,3 -- somewhat likely,2 = somewhat unlikely, 1 =
very unlikely (buf possrb/e);

0 = not at alllikelv

4. What proportion of program participants can be followed for at
least'12 months?

4= all 3 = rnost 2= Some., 1=few,0= none

5. How likely is it that a comparison group will be available and
willing to participate in an evaluation?

4 = very likely, 3 = somewhat likely, 2 = somewhat unlikely, 1 =
very unlikely (buf posslb/e);

0 = not at all likelv

6. How similar is the comparison group to the program population?

4 = very similar, 3 = somewhat similar 2 = not very similar, 1 = a
liftle similar,0 = not at all similar

7. How likely is it that recruitment of comparison population can
take place within evaluation timeframe and budget?

4 = very likely, 3 = somewhat |ikely, 2 = somewhat unlikely, 1 =
very unlikely (buf posslb/e);

0 = not at alllikely

8. What proportion of comparison group participants can be
followed for at least 12 months?

4= all.3 = mosf: 2= Some.. 1=few.0= none
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Method of Assessment: Examining program documents or collecting new
information.

Before an appropriate comparison group can be located, it is important to
document the characteristics of the current program participants, and compare
these characteristics with those of the program's target population. To answer this
question, you will need to consult the program model you constructed in step 1 and
list any characteristics of the target population, such as gender, area of residence,
and/or age. You will then need to count the number of current program participants
who match these characteristics and compare that number with the number oi
current program participants.

How to Score:

./ count the number of current program participants who match the
characteristics of your target population. For example, if your program
seeks to serve girls aged 12-15, count the number of your curreni
participants who are both female and between the ages of 12-1s.

./ Divide this number by the total number of current program participants.
,/ Assign a score of 0-4 using the following scale: .g0 to 1=4, .60 to

.89=3, .30 to .59=2, .10 to .29--1 ,0 to .09=0 (or make a judgment using
the guidelines on the worksheet).

2. How likely is it that the number of program participants is large enough for
an outcome study?

Method of Assessment: Examining program documents or collecting new
information.

The smaller the number of study participants, the more difficult it can be to have
confidence in the results of an outcome evaluation. In particular, small numbers
make it difficult to see patterns of differences between an intervention and
comparison group. Although it is not impossible to evaluate a small program, it is
important to consider what chances your program might have of finding-favorable
results. Although it is relatively easy to document the number of current program
participants, deciding whether the number is large enough can be more complex.
There are no set rules, and each program's "magic" number will be different.
Therefore, you will need to make a judgment based on the following guidelines:

o Your population should include at least 30 people in each subgroup
that you will need to study. For example, if your program serves both
males and females, you will want 30 of each. Other subgroups might
be based on race/ethnicity or age. (For most programs, this number
wif l need to be increased by 20o/o or so to allow for the fact thar some
participants will be lost to follow up.)

. You may want to count only those program participants who get the
minimum acceptable "dosage" of your program (see the ,.Strength of
the Program" section of the tool-page 39) so that you can study the
effect of the program at the level where it has been given a fair chance
to succeed.
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lf your program is intensive, leading you to expect that there will bedramatic differences between Vorriiogr; poputation and a
::Tll'.r-119r?yp,you may not need a! targe a number as you woutdrr you expected the differences between groups to be more ,oo"rt.
The number of participants needed wiil arso depend on the outcomeyou want to measure- rf the outcome is rerativeiy rare tpr"g;"i' ro,.exampre), you wit need a rarger number of particip"nti tnJn it vzu,.outcome occurs more frequentty ltite 

"onJorn 
use, for example).

3' How likery is it_that re.cruitment ot tfp plogrm popuration can take pracewithin the evaluation timefram" 
"no 

o,log:8"' 
t-t-'qr'|v" es" rc*\ri prace

Most programs embarking on an outcome evaluation do so with a deadline and afixed budget' lt is important, therefore,, to estimat" tn"l"ngtn of time it could take toadminister a baseline survey to all of the program participants. The length of time

:fi[f" 
widery if some participants do not attend in" proii", as frequenfly as

Method of Assessment: Examining program documents or coilecting newinformation.

How to Score:

,/ Examine the attendance records of the participant who is the reastfrequent attender. Determine now manfse;;i;;, took prace betweenthe last session he/she attended ano tieiec-ond{o-last session heishe
"tt"lg"t,tor example, if the reast frequent attenoer came to the 1.rand the 7"'session, 6 sessions took prace in oetween the rast and thesecond_to_last session he/she attended.

,/ Using the number above, determine the amount of time that erapsedbetween the last and the second-to-last visit. (ln other words, count thenumber of days in between the 1't and 7rh,"rlion rrom tne exaili;'above.) This number is an estimate of the 
"n.'ornt 

of time you canexpect to spend recruiting participants for a study, it you ,,.iani to reactrthe least frequent attender.

'/ Estimate the maximum amount of time you courd afford to spendrecruiting participants, knowing that you will ni"i to follow thoseparticipants for at reast one yelr after they 
"nto'tn" 

study. (seequestion 4)' and that each data collection session involves tne tost orstaff time.

'/ Make a judgment on the score, comparing the maximum time youcourd afford to spend with the amount or iime you can expect to spend.

4. what proportion of program participants can be foilowed for at reast 12months? Yv 'v'vweu

Method of Assessment: Examining program documents, asking program staff.
Results from an outcome evaluation will be more useful if the program,s effects aredocumented for a period of at least one year. But it can be difficult to reach someprogram participants for follow up intervi-ews. As.the pioportion of study participantsdeclines over time due to the difficurties of reaching. J""i" p;rticipants, the groupon which you have foilow up information is ress rik;yio;;;;bre the originar group
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of study participants. This can introduce a form of bias into the study, and make it
more difficult to demonstrate positive changes among your population. This form of
bias can be minimized if you are able to reach at least 80% of the original study
participants. lf you think you will be unable to contact 30% or more of your original
population, you will want to consider avoiding an outcome evaluation until you are
able to determine ways to contact a greater proportion of your program
participants.

To answer this question, you will need to consult any program staff who regularly
attempt to contact program participants or their families at home. You will need to
ask them the following questions:

. When you attempt to contact a participant at home, how often are you
able to reach him or her?

. lf you tried to contact all of the participants at home, how many do you
think you would be able to reach?

. lf you tried to contact all of the participants at home one year from now,
using the contact information you have today, how many do you think
you would be able to reach?

How to Score:

This indicator does not lend itself to precise measurement. lnstead, you will need to
estimate the proportion of participants you could reach in one year by examining
the responses to the questions above.

lf your program does not contact participants at home, you will need to estimate the
proportion you can reach by considering the characteristics of your population.
There are several characteristics which make follow up contact more difficult; some
of these include transience, being in a non-intact family, low income, and residence
in a densely populated area.

5. How likely is it that a comparison group will be available and willing to
participate in an evaluation?

Method of Assessment: Asking program managers, collecting new information.

The results of any evaluation will be more widely accepted if data has also been
collected on a group who are similar to the program participants but did not
participate in the program being evaluated. lf you can compare outcomes among
these two groups, you can determine what changes might have occurred among
your population if they had not participated in the program. Before proceeding with
evaluation plans, it is important to determine that a comparison group is available.

The selection of a comparison group will depend on the characteristics of your
study population (see question 6 below); typical sources include schools, other
programs, and youth centers. Locating a comparison group can be challenging,
and obtaining permission to administer surveys to a comparison group can be even
more difficult. When working with a school, for example, the process of obtaining
permission may be as simple as an appeal to the principal, or may involve a more
lengthy approval process involving the PTA or local school board. In any case,
allow several months to locate and obtain permission to use a comparison group.
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How to Score:

There is no perfect way to estimate the likelihood of obtaining a comparison group.
ldeally, programs would secure written permission from several potential
comparison group sites. Other factors that increase the likelihood include:

./ the size of the community; larger communities are likely to have a
larger number of potential comparison groups.

./ an established relationship with the school system (if schools are being
considered as a comparison group).

,/ support from the community for the program. community members can
serye as valuable liaisons to potentialcomparison groups.

^...6. flow similar is the comparison group to the program population?_9 __-r_F

Method of Assessment: Examining program documentation (characteristics of
participants) or collecting new information.

As you investigate the availability of comparison groups, you will need to consider
how similar they are to your program population in terms of their background
characteristics. lf the group has a different ethnic makeup or different economic
characteristics, it will be hard to determine if any behavioral differences between
groups are due to real program effects or differences in background.

How to Score:

Gather percentage distributions on the ethnicity, age, sex, and income
(often measured by receipt of a free or reduced-price lunch in school)
of the potential participants. (For example, 55% male, 4s% female.)
Gather similar information on your own program participants, and
compare proportions with those of the comparison group. you will then
need to decide if the proportions are similar enough to allow
meaningful comparisons between the groups.

How likely is it that lhe recruitment of a comparison population can take
place within the evaluation timeframe and budget?

Method of Assessment: Collecting new information.

Refer to Question 3 above for help with answering this question.

what proportion-of comparison group participants can be foflowed for at
least 12 months?

nefer to Question 4 above for help with answering this qu"rtion

7.
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Step (}:

Calculate FinalScores and Discuss fhe Resu/fs

lf you have chosen to use a team of program staff for assigning scores, you will
need to choose the method by which you will determine the final scores. You may
decide to allow each team member to arrive at a score individually, then take the
average of the scores. Alternatively, you may choose to obtain a consensus score
for each indicator. In either case, it will be important that the method of assigning
scores remain consistent if you intend to use the tool for tracking your program's
progress over time.

Once you have assigned scores to each of the indicators, transfer the scores to the
summary sheet in Appendix | (sample shown in Figure 10). Then, add the scores in
each area to arrive at a summary score for each area of the tool.

Figure 10: Program Assessmenf Tool--Sample Summary Sheets

ltr ,' , ",ti *,tfffitE
Proportion of objectives linked to a component

Proportion of goals linked to an objective

Strength of evidence that program's approach is effective

Program includes behavioral component

Program is long enough / strong enough

Proportion of participants who receive enough of the program

TOTAL NUMBER IN EACH COLUMN

Multiply total number by 0 1 2 3 4

Put result here

Add columns to get TOTAL SCORE for Program Strength
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stqF:qREmincrefi h'', "';
"? *{ :t* ; ,t*1,; '''

Proportion of staff 1 year ago still with program today

Proportion of staff who know goals, objectives, target audience

Proportion of staff who have all skills needed

Proportion of staff who receive enough feedback

Proportion of staff who believe monthly reports are required

Proportion of staff who feel supported by management

Proportion of staff who have opportunity to suggest program changes

Proportion of staff who have adequate opportunities for professional growth

Proportion of staff who feel supported by institution

Proportion of staff who are committed to evaluation

Proportion of staff who are willing to change program

TOTAL NUMBER IN EACH COLUMN

Multiply totat number by 
I

prt,
I

4

Add columns to get TOTAL SCORE for SfaffResources

Add columns to get TOTAL SCORE for program philosophy



43

I
I
t
I
t
t
I
I
t
I
I
t
t
t
I
I
I
I
I

Interpreting the As you review guidelines for interpretation of the scores given below, keep in mind
Results that although the indicators are likely to vary in terms of their importance to

program success, the scores have not been weighted to reflect this variation in
importance. The scores simply offer a method to assess the extent to which the
program meets the "ideal" standard for each indicator.

It is also worth emphasizing again that there is no perfect way to decide whether
your program is ready for an outcome evaluation. Since it is likely that your

.,iffi
;.:r i:i,' :
14ri"i

Similarity of population to target population

Large enough number of program participants

Likelihood of recruiting program population within timeframe and budget

Proportion of program population who can be followed for 12 months

Likelihood of finding comparison group

Similarity of comparison group to program population

Likelihood of recruiting comparison group within evaluation timeframe and
budget

Proportion of comparison group who can be followed for 12 months

TOTAL NUMBER IN EAGH COLUMN

Multiply total number by 0 1 2 3 4

Put result here

Add columns to get TOTAL SCORE lor Population Readrness

* FORTHIS SECT'Oru, USE ONE SHEET FOR EACH COMPONENT.

Add cofumns to get TOTAL SCORE for Program Implementafion of this Component
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program will not achieve a perfect score on every indicator, you will need to
discuss your scores and de.cide whether you are comfortable proceeding with an
outcome evaluation. The following guidelines may help you assess the overall
results:

Section l: Program Strength

18'24: The strength of your program is probably sufficient to allow for an
outcome evaluation.

13-17: The strength of your program is questionable: focus on indicators
which received a score of 2 or below, discuss their possible impact on an
outcome evaluation, and discuss ways to strengthen weak areas (see step
9-page 46).

0-12: Your program may not be not strong enough to allow for an outcome
evatuation (see Step 9-page 46).

Secfion //: Sfarf Resources

33-44: Your staff resources are likely to be sufficient to allow for an
outcome evaluation.

23-32: Your staff resources are questionable: focus on indicators which
received a score of 2 or below, discuss their possible impact on an
outcome evaluation, and discuss ways to strengthen weak areas (see step9-page 46).

0-22: Your staff resources are probably not strong enough to allow for an
outcome evaluation (see Step g_page 46).

Secflon lll: Program Philosophy

27-36: Your program philosophy is probably strong enough to allow for an
outcome evaluation.

19-26: The strength of your program philosophy is questionable: focus on
indicators which received a score of 2 or below, discuss their possible
impact on an outcome evaluation, and discuss ways to strengihen weak
areas (see Step 9-page 46).

0-18: Your program philosophy is probably not strong enough to allow for
an outcome evaluation (see Step g_page 46).

Section lV: Program lmplementation

18-24: The quality of your program implementation is probably sufficient to
allow for an outcome evaluation.

13-17: The quality of your program implementation is questionable: focus
on indicators which received a score of 2 or below, discuss their possible
impact on an outcome evaluation, and discuss ways to strengthen weak
areas (see Step 9-page 46).

0-12: The quality of your program implementation is probably not strong
enough to allow for an outcome evaluation (see step g-page 46).
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Section V: Population Readiness for Outcome Evaluation

24-32: Your population is probably ready for an outcome evaluation.

17-23: The readiness of your popuration is questionable: focus on
indicators which received a score of 2 or below, discuss their possible
impact on an outcome evaluation, and discuss ways to strengthen weak
areas (see Step 9-page 46).

0-16: Your population is probably not ready for an outcome evaluation (see
Step 9-page 46).
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Step g:
Address Any Areas of Weikness

This step involves deveroping a plan of action for addressing the program,s weakareas uncovered by the.tool. This step can-be valuable for frogram dLvelopment,even if the program decides it is not ready for an outcome 
"u"ir"tion.

consider an area of need to be any indicator with a score of 2 or berow. Each ofthe indicators should be considered separately. For each of these indicators,program managers should do the following:

. Discuss the effects that a weakness in this area could have on an outcomeevaluation. lf you are unsure about the effects, yo, rn"y,"nt to seek
outside assistance from an evaluator.

List the potentiar barriers to improving this area of weakness.
For each barrier listed, determine possible ways around it.

Determine whether or not the weakness can be improved. rf it can, deveropa plan of action for improving it which includes:

1. A list of tasks to be done and the person responsibre for doing them
2. A timetable for completing each task

3. A decision about how improvement will be measured

a

a

a
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I
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Evaluation

Ghoosing and
Working with an

Evaluator

Step @:

once you have decided to embark on an outcome evaruation, you must consideryour program's current capacity for such an undertaking. Does your current staffhave the skills necessary to conduct an outcome evaluitionz oi witt you neeJ nelpfrom an outside evaluator? In this section, we present a summary of the tasks andskills needed for an outcome evaluation, which will nerp you Jeiermine whether ornot you need to seek some outside assistance, and if so, the specific areas inwhich you may need help.

The major tasks incluoe:

1. Developing the research design: deciding on random assignment versus
comparison group, the number of particifants needed, tre"ioeat rength of thefollow up period;

2' Deciding on the method of data collection: interview versus self-administered
surveys, methods to protect confidentiality, consent procedures;

3. Developing instrument(s): deciding how to measure outcomes, searching forexisting questions, determine background information n""O"o on participants,
constructing a visually appealing survey;

4. Administering surve.ys.'.setting murtipre dates to reach ail participants,
determining who wiil administer surveys, training interviewers or survey
administrators:

5. Entering dafa: choosing software for data entry, deveroping codes for
responses, creating a codebook, entering data on program-exposure if desired;

6. checking accuracy of data entry (examining data for inconsistencies);

7. Analyzing data; and

8. Writing a repoft on the resu/fs.

lf your program staff do not have all of the above skills, it will be necessary to workwith an outside evaruator (or add one to your staff). choosing an evaruator can bea difficult task for many practitioners. The first step often invJlves rocating peoplewith the skills you need. places to try include:

r Locar or nearby universities: Departments or schoors of Hearth
Education, psychorogy, sociar work, pubric neam or Nursing may beof some help.

. Nationarorganizations such as NoAppp (The Nationar organization
on Adorescent pregnancy, parenting and itrevention), soJiometrics. orthe Nationar campaign to prevent rLen pregnun"y,"yt";;i; i; '
provide contact information for rocar evaruatdrs. (sle page s0 for
information about how to contact these organizaiions.y -

Once you have located some potential evaluators, it is important to setect one that
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will be right for your program. The following suggestions may help you with this
task:

e Before choosing an evaluator, decide on the specific reasons why you want to
evaluate. Share this information with any potential evaluator.

. Choose an evaluator who has worked directly with programs and shows an
understanding of the challenges to evaluation in the real world. lt is also helpful
if the evaluator has experience in your program's focus area (teen pregnancy
prevention, for example).

o Decide whether or not you want the results to be made public, keeping in mind
that they may or may not be favorable to your program. Make sure the
evaluator is comfortable with any limits you impose on use of the data or
discussion of the results.

. Ask the evaluator for a sample report of results, to get an idea of the kind of
information he/she might provide for you and the style of presentation that
might be used.

. Tell the evaluator as much as you can about your program. Show him or her
your completed Program Assessment Instrument and discuss any areas of
concern.

. Have a clear idea of your financial resources for evaluation and make this clear
to the consultant. He/she will need this information to suggest a workable
evaluation design.

r Ask the consultant what kind of research design would be best for evaluating
your program, given your expectations and budget. Make sure you are
comfortable with the design.

. Ask the consultant to specify what he/she will require of program staff as they
carry out the tasks assigned to them. Specifically, you will want to know if it will
be necessary for program staff to assist with data collection, tracking of lost
study participants, etc.

r Decide how often you would like progress updates on the work being done. In
addition to being consulted about any major changes made to the evaluation
plans, you may want oral or written quarterly updates on the progress being
made.
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Assessing readiness to evaluate is a complex process involving a series of steps,
from the development of a program model, determining the ground rules for scoring
your program's readiness for outcome evaluation, collecting information from
program documents as well as program staff and participants, and assessing the
program's capacity to take on evaluation-related tasks. This approach requires
much effort, but the effort is well spent if it helps programs avoid making an even
larger investment of time and resources only to discover that their program was not
ready to be evaluated.

The process of completing the tool should also allow program managers and staff
an opportunity to have a candid discussion about their program's strengths and
weaknesses. Most program managers want to be able to identify program
weaknesses so that they can better serve the youth in their community. But it is
also important to identify often hidden strengths and use this information to improve
staff morale, bolster support in the community, or to seek funding. Regardless of
the results, it is hoped that this process will leave programs feeling more confident
about where they stand and where they would like to go.
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