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Overview

Reasons for evaluation

Barriers and solutions

New approaches

|deas and resource




Frontloading

*AH-HA moments?
-Most relevant tips?
-One thing you're going to do?

-Questions you still have?




WHY EVALUATE7

Building an




Why evaluate?

Make programs better!!

Ensure you're achieving your mission and goals
Credibility

To tell our story

Develop systems that support accreditation and organizational
performance benchmarks

Provide evidence to funders

\'\\‘



American Camp Association’s

Accreditation
Process Guide

Why evaluate?

Core Standards

“The camp should have a written statement of
goals, identify measurable outcomes, train staff
to help campers achieve them, and inform
parents and campers of these intended
outcomes.”

Administration: Program

“"AD.31 Camp Experience Evaluation: Camps
should have an evaluation system that includes at
least three sources of feedback to determine
whether the stated goals/outcomes are met and
is applied to improve the quality of the camp
experience.”




“IF YOU CAN'T MEASURE SOMETHING, YOU CAN'T
UNDERSTAND IT. IF YOU CAN’'T UNDERSTAND IT, YOU
CAN'T CONTROL IT. IF YOU CAN'T CONIROL IT, YOU

CAN'T IMPROVE IT.”

(DR. H. JAMES HARRINGTON)






. 'E @ Evaluate

O
©
s
3 T
>
0.0

=
o®
Q=2

©
£ S
S o
et ofd
50
o9
t_l
23

T
=
Oa
,_v_..m
0 2
T 8
o>
-
-
r-m
Ot

c
- 9
)
=

120
100
80
60
40

s1032241p dwed buipuodsal Jo JsquinN




BARRIERS AND SOLUTIONS

What tends to work in evaluation?




BARRIER: Lack of organizational history
with evaluation



Do you have a camp mission statement?

Are camp stafftrained to understand your camp’s
mission' statement?

Do you think parents are aware of your camp’s
mission? Are parents informed of your camp’s
mission?

Do you have written goals' and objectives' for your
camp?

Are camp stafftrained to understand and implement
the goals and objectives of your camp?

Are parents informed of your camp’s goals and
objectives?

As part of camp orientation, do you inform your
campers of your camp’s mission statement, goals,
and objectives?

Is your camp accredited or thinking about meeting
the standards of accreditation? Does your camp
currently meet the requirements for camp standard
PD-6 (Camp Goals and Outcomes), and camp
standard PD-7 (Camp Experience Evaluation)?

Have you ever surveyed or interviewed your
campers, staff, or parents?

Do you involve others in helping you to evaluate
your camp program?

Gauge Readiness

- Are you ready to evaluate
(This checklist can help.)

- Involve staff in
conversations about
needed data that would
them you improve
programs/services, better
understand stakeholder
needs, and so on.




BARRIER: NOT SUREWHERE TO START



Ly md the nght answer, it is
to find the right question 5

(Peter Drucker)



Begin With Good Questions

e What are my top 3 programs, which programs underperform, & which

Prog ram questions programs are struggling?

e What trends can we identify in our programs and services?

e How do we make youth better? Are there times when we make them worse?

e When we impact camper growth and development, how long do those impacts
last?

e How can | better prepare my staff for their roles and responsibilities?
e What staff characteristics are most related to positive outcomes in campers?

e Of the things we do, what do parents care about most?
e What are parents’ “pain points”?
e Are our approaches aligned w/parents’ needs?




e

BARRIER: LACK OF EVALUATION
EXPERTISE




Collaborate/Co-Op

College and university faculty and
students can serve as resources
collaborators, or consultants

Online communities

Collaboration elements: equal partners,
sensitive to organization needs/history,
openness, ability to leverage strengths
to overcome weaknesses, clear
communication.




BARRIER:
EVALUATION
HASN'T BEEN

A PRIORITY
IN THE PAST



Resource Your
Evaluation Efforts

- Organizations fund what
they value, and they value
what they fund

Treat evaluation like a
“program area” that
receives appropriate
resources and staff
attention

|dentify your needs well in
advance; Begin with the
end in mind




BARRIER: WE OFFER LOTS OF ACTIVITIES AND TARGET

MANY OUTCOMES; EVALUATION WILL BE A NIGHTMARE



Focus on a Small Set of
Outcomes

- Don't try to target too many outcomes.
Don’t collect data you're not going to use.

- Consider your mission as a starting point.
What outcomes are most central to your
mission? (For example...is satisfaction part
of your mission?)

- As you think about outcomes, consider the
relationship between what staff do and the
result for youth participants (i.e., "If staff
do this, then campers will....")




Establish Benchmarks

A gy by - ldentify benchmarks as you create your
"’ﬁ evaluation plan (for your org’s evaluation

i~ ;‘ 5\\; y," orocess; for your targeted outcomes)
ne @

High-quality orgs benchmark their
orograms with comparable (often
exemplary) peers

- Create a common jargon and shared
understanding of what you want to
accomplish. Staff benefit from goals and
tangible metrics




BARRIER: UNSURE ABOUT
WHAT TYPES OF DATA WE
SHOULD COLLECT




Numbers and
Words

Data collection begins with good
evaluation questions (see
previous point about where to
start)

Using numeric scales
(quantitative data) as well as
open-ended questions or oral
responses (qualitative data) can
help you answer different
questions

Consider your capacity to collect
and analyze the data, and then
collect what you can manage.




BARRIER:

OUR EVAL FORMWAS CREATEDYEARS AGO, BUTWE
DON'T KNOW HOWTO IMPROVE IT



Use Existing Measures

Use existing, previously tested and validated
measures, scales, instruments (avoid
“redoing the wheel”)

Be careful with customization

If you choose to design your own, do it right.
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BARRIER: EVALUATION TAKES TOO
MUCHTIME







BARRIER:
STAKEHOLDERS
(YOUTH, PARENTS,
STAFF) DON'T SEEM
TO CARE ABOUT
EVALUATION




Secure Staff Buy-In

- Staff must have buy-in;
they are key to the success
of any evaluation effort

- Clearly identify roles and
responsibilities

- Assign a staff who can be
a “champion” of the
evaluation process

- Give staff recognition for
their contributions to the
process




Engage Your
Stakeholders

- Tell stakeholders why their input
is important, and how they can
get involved in the evaluation
process. Help them understand
how critical they are to the
ongoing quality of the camp
experience.

Don’t rely on only one method of
communication for engaging
stakeholders in camp evaluation
processes...some systems may
fail, some are more effective than
others

Market your evaluation efforts
intentionally (like a separate
program)




BARRIER: NO ONE READS THE
SURVEY QUESTIONS, THEY-JUST
QUICKLY MARK AN ANSWER (OR

SKIP IT)




Ask Better Questions

Tell them why it matters! How will y’all
be better because of their feedback?

Assign staff to closely monitor on-site
survey processes

Provide incentives to encourage quality
completion

If you use online surveys, must ensure a
fail-safe way to collect email addresses.

Have follow-up processes to give people
a 2"9 opportunity to respond.




Pay Attention to How your Evaluation is
Implemented

A focus on quality and intentionality requires commitment
Don’t let great get in the way of good

Administration must support program design and data
collection procedures

It is critical that an evaluation plan be implemented by staff
as designed (i.e., fidelity)

All the work you do to target outcomes won’t matter if the
quality of the data is poor or if your response rate is low



Prepare for the
Unexpected

What is your child's gender? : Askinﬁ cluestions of your
stakeholders ma

provoke new and
) Male unplanned reactions

- Some communications
may be directed to
O Female Spam, Junk, or “Clutter”
folders

Non-Binar - Surveys might not be
> y printe)él cor?ectly

- Procedures might be
forgotten or overlooked







Engage a Collaborator
or Consultant

- Use your collaborator or
consultant to help you use
the best approach for data
analysis given your

questions, your method,
and the quality of your
data.

- Web-based tools designed
to produce simple results
can help




BARRIER: Not
sure how to report

findingsina
meaningful way




@ 2017 Parent and Camper
Evaluation Highlights

P ORO
1
M Camp medical staff Camp administration
M Moms (B4%) [l Dads (18%) M Customer servi ice [l Camper's overall experience

Parent Snapshot Parent Satisfaction
& highest rated camp companents
| Program staff

Parent respondents tended to be female
(84%), between the ages of 40-49 years old Parents rated camp components on a 1-7 scale
{47%), and White (39%) or Latino (13%). Most where 1= poor and 7= excellent. The top 5
gggom:anls (53%) never attended camp as a components were rated 6.4 or higher.

ild.

Changes Parents Observed in their Child

Larger

cirles efect "...all of the [stag’f

frequency in went above an
mgﬁﬁ"s'es T beyond to make
each individual
child feel like they
are super and
special in every
way. The amount
of positive
encouragement...
was almost

Independence Friendships Happiness Confidence . -
8 incep . bs | [ Hapn contagious.

M Acceptance
Parents were asked if anything was different about their child because of

TLC. Parents identified changes in their child's level of independence, ability
to make friends, happiness, confidence, and personal acceptance.

Visualize

- Graphically represent your
results

- Integrate findings with other
organizational info: context,
history, activities,
performance

- Highlight key findings to
di\?ersg stakglholdersg.l

- Train yourself: YouTube,
Google




BARRIER: WE TRIED EVALUATION LAST

YEAR, AND ITWASN'T SUCCESSFUL



Embrace the Opportunity to Improve Your
Organization’s Evaluation Processes

e Consider questions you wish you had asked (Gee |

Consider s

A e Assess how was it implemented (Did staff have buy-
SSESS in? Was the evaluation implemented with fidelity?)

e Celebrate negative and null results (they NEED to be

CE'Ebrate talked about!!)

e Improve your evaluation process and methods for

Im prove next time




What's your plan?

AH-HA moments?

Most relevant
tips?

One thing you're
going to do?

Questions you still
have?




IFYOU DON'T DEBRIEF, IT AR

SEEES.

* rjgagno@clemson.edu

e Lisa.lewis-Hutcherson@rcrc.state.sc.us
 Presentation available now at:

 Ryangagnon.com/presentations
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