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Frontloading

1. AH-HA moments?

2. What evaluation challenges shared today do you see 
in your organization?

3. Which tips or lessons shared today are most relevant 
for you?

4. What else do you need to build capacity in your 
organization for program evaluation?

5. What’s one thing you’re going to do when you get 
back to camp based on what you learned today?



Why Evaluate?
Building an evidence base



Why 
evaluate 
programs?

 Create an evidence-base, build your organization’s credibility, and 
maintain or create funding streams

 Identify and monitor programmatic trends

 Determine whether or not you are achieving your mission and goals

 Document changes in youth that can be shared with key stakeholders 
(i.e., parents, donors, staff, board of directors, community leaders)

 Develop resources and systems that support ACA accreditation



Why 
evaluate 
programs?

PD.1 (Camp Goals and Outcomes)

 Has the camp…
 Established a written statement of overall 

goals for participants?

 Identified in writing specific measurable 
behavioral outcomes that address the 
developmental needs of campers?

 Provided staff with training strategies that 
help campers achieve established outcomes in 
the camp program?

 Informed parents and campers of the goals of 
the camp experience?

PD.2 (Camp Experience Evaluation)

 Does the camp…
 Have an evaluation system in place that 

includes multiple sources of feedback, includes 
documents meeting stated goals/outcomes, 
and is applied to improve the quality of the 
camp experience?
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Developing a  
Collaboration
Evolution of an Evaluation-Focused Collaboration



Youth 
Learning 
Institute

 Historically…

 1934- Started as traditional 4-H summer camp

 2001- Became an institute at university answering 
directly to VP of PSA



Youth 
Learning 
Institute

 Currently…

 Operates 6 summer camps across SC (outdoor 
adventure, marine biology, shooting sports, technology, 
and 2 traditional 4-H)

 Operates programs in 6 locations across SC serving over 
35,000 youth (charter schools, group homes, wilderness 
camps, and academic field study programs)

 Employs 300+ staff



Youth 
Learning 
Institute

 History of surveying parents to assess satisfaction with 
elements of the camp experience

 Interest in measuring youth outcomes associated with 
camp participation

 Openness to research and program evaluation 
opportunities with a trusted research partner

 Collaboration with the Out-of-School Time Lab was born!



Collaboration 
Features

 Equal partners

 Sensitive to organizational history

 Open to opportunities

 Leveraging strengths

 Acknowledging weaknesses

 Clear, consistent communication



Evaluation 
Approach 
and Findings
Details about the camp evaluation plan (2014-2016)



Study 
Purpose

 Measure parent perceptions of:

 Satisfaction with the camp experience

 Observed outcomes their child experienced as a 
result of camp participation

 Explore other questions related to parenting 
style, parent decision-making, and perceptions 
of out-of-school-time activities 



Parent Survey

 149 item Qualtrics survey administered to the parents of youth 
participating in camp experiences at one of 6 camps in the YLI 
system

 Email addresses captured during the camp registration 
process. 

 Survey format: 
 Yes/No
 Likert (1-5, 1-6, and 1-7)
 Pre/post retrospective
 Short answer 

 684 parents opened the survey; 575 parents completed the 
survey 

 16 minutes to complete



Parent Survey

 How did you learn about the overnight camp your child 
attended?

 Which of the following best describes your primary reason for 
sending your child to camp?

 Please rate your satisfaction with the following elements of the 
camp program.

 We would like to understand what parents are doing to prepare 
their child for the camp experience. The following questions will 
help us understand strategies that you may have used to 
prepare your child for camp.

 For the next items, please compare your child’s behaviors 
BEFORE camp with your child's behaviors AFTER camp, and 
consider how he/she may be behaving differently (or not) as a 
result of attending overnight camp this year.



Parent Survey



Parent Survey



Which life 
skills did 
parents 
identify as 
most 
impacted by 
camp?

 …takes responsibility for his / 
her own actions.

 …takes care of his / her own 
things.

 …has a specific career 
interest.

 …wants to learn about 
specific careers. 

 …handles success and failure.

 …deals effectively with 
conflict.

 …is a team player.

 …shares work responsibilities.

 …follows directions.

 …is more hopeful about the 
future.

 …communicates well with 
others.

 …gets along with people 
around him/her.

 …tries to find solutions to 
problems.

 …tries to find answers to 
questions.

 …sets priorities.

 …doesn't get frustrated 
easily.



Reasons 
Parents Chose 
a YLI Camp



Ways Parents 
Learned 
about a YLI 
Camp



Parent 
Satisfaction



Parent 
Perceptions of 
Developmental 
Outcomes



Parent 
Perceptions of 
Developmental 
Outcomes 
(by site)



Key Findings

 High satisfaction scores likely reflected quality-focused 
organizational and operational practices (recognized 
by parents!)

 Outcomes of YLI camp experiences very consistent 
with the literature; qualitative data revealed additional 
detail about these impacts

 Camper growth was reported across camps, yet some 
camps appeared to be performing at a higher rate than 
others



Tips and 
Lessons Learned
Building organizational capacity



Tips for 
Success #1 
(Assess readiness 
for evaluation)

 Gauge your organization’s 
readiness for evaluation

 Tools like this can help! 
(from the CPYO workbook) 

 Involve staff in various roles 
at different  organizational 
levels to properly assess 
readiness 



Tips for 
Success #2
(Consider a 
collaborator!)

 Having outside evaluators was not painful.  It helped us 
as leaders focus on our strengths and improve on our 
weaknesses.

 Many college and university faculty and students can 
serve as resources or collaborators.  

 ACA’s recent initiative “Raise the Bar” was designed to 
pair camp directors with college/universities interested 
in collaboration.

 If your camp belongs to a large multi-camp entity or 
structure, you might be able to create a larger 
collaboration. 



Tips for 
Success #3
(Measure well… 
but don’t overdo 
it!)

 High-quality camps benchmark their programs with 
comparable (often exemplary) camps.  

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

 When you design your own, do it right.

 Don’t try to target too many outcomes. 

 Don’t collect data you’re not going to use!



Tips for 
Success #4
(Don’t ignore 
implementation)

 It requires a true team effort (administration, support 
staff, programs staff, camp counselors, and so on) 

 A focus on quality and intentionality requires 
commitment. Administration must support program 
design and evaluation efforts. 

 Staff must have buy-in- they are key to the success of it 
all. Many opportunities exist for staff to effectively 
implement a program evaluation.

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



Tips for 
Success #5
(Establish 
benchmarks   
and monitor 
progress)  

 Identify benchmarks (for your org’s evaluation process; 
for your targeted outcomes) as you create your 
evaluation plan

 Staff appreciates having clear goals and tangible 
metrics

 Create a common jargon

 Put your stake in the ground!

 Shoot for meaningful, sustainable growth



Tips for 
Success #6
(Teach staff to be 
intentional)

 Camp Directors needed a more intentional plan for 
building developmental skills with campers in their 
programs. (But…it’s hard!!) 

 As you think about outcomes, consider the direct 
relationship between what staff do and the result for 
youth participants. 

 There are also many opportunities for staff to influence 
camper outcomes.

 Make it a program!



Tips for 
Success #7
(Prepare for the 
unexpected)

 In attempting to 
improve your 
organization, you may 
create new issues to 
resolve.

 “Clutter” folder

 Reactions to specific 
questions



Tips for 
Success #8
(Develop a 
communication 
strategy)

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

 Market the survey intentionally (like a separate 
program)

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



Tips for 
Success #9 
(Conduct “Beta” 
test)

 Have your staff take the survey rather than just read 
the survey.

 Ask select individuals outside of your organization to 
test your surveys.

 Errors

 Omissions

 Confusing questions



Tips for 
Success #10
(Assign 
champions, 
celebrate 
success)

 Have researchers and 
administrative assistants drive 
the data collection process. 

 Have researchers present 
results to broader team.

 Recognize staff contributions 
to the process.



Tips for 
Success #11
(Evaluate your 
evaluation)

 Consider missed opportunities (questions you wish 
you had asked)

 Assess how the evaluation was actually 
implemented (Did staff have buy-in?)

 Celebrate negative and null results (they NEED to 
be talked about!!)

 Improve your evaluation process and methods for 
next time





Making a Plan

1. AH-HA moments?

2. What evaluation challenges shared today do you see 
in your organization?

3. Which tips or lessons shared today are most relevant 
for you?

4. What else do you need to build capacity in your 
organization for program evaluation?

5. What’s one thing you’re going to do when you get 
back to camp based on what you learned today?



Resources
Where to go for help with camp program evaluation



Resources 
(Ideal Evaluation 
Capacity in 
Organizations)



Resources
(Building Evaluation 
Capacity: Activities 
for Teaching and 
Training)

 Provides 72 activities for learning how to design 
and conduct evaluation studies:

 Instructional objectives

 Time estimates

 Materials needed

 Handouts

 Procedures for effectively using the activity 

 To help the reader locate specific kinds of 
activities, the book includes:

 Chart that names the activity

 Time needed to implement the activity

 Required background info needed prior to 
implementing the activity

 Also included are strategies for forming groups 
and a glossary of instructional strategies



Resources
(Creating Positive 
Youth Outcomes 
workbook)

 A 7-step process for program 
evaluation to help you increase 
positive youth outcomes. 

A book and resource CD include: 

 the evaluation outline 

 goals & objectives you might target

 a facilitator's guide for staff training 

 copy-ready checklists and worksheets 

 forms for refining targeted outcomes

 electronic version of ACA’s Youth 
Outcomes Battery 



Resources
(Logic models for 
program evaluation 
planning…from the 
CPYO workbook) 



Resources 
(Gauging your org’s 
evaluation 
readiness…from the 
CPYO workbook)

 Gauge readiness for 
conducting a simple 
evaluation process

 Select Yes, No, or Don’t 
Know for each question 

 Be honest.  Don’t worry if 
you haven’t thought about 
or implemented some of 
these ideas.



Resources
(FREE- Basic Guide 
to Outcomes-
Based Evaluation 
for Nonprofit Orgs 
with Limited 
Resources)



Resources 
[Youth Outcomes 
Battery (YOB)]

 Self-report scales developed and 
tested in camps with youth ages 7 
and up

 Affinity for Nature Scale
 Camp Connectedness Scale
 Family Citizenship Scale
 Friendship Skills Scale
 Independence Scale
 Interest in Exploration Scale
 Perceived Competence Scale
 Problem-Solving Confidence Scale
 Responsibility Scale
 Spiritual Well-Being Scale
 Teamwork Scale
 Young Camper Learning Scale

www.acacamps.org/resource-library/research/aca-youth-outcomes-battery



Resources
(YOB 2.0 Online 
Analysis Tool)

www.acacamps.org/resource-library/research/aca-yob-20



Resources 
(Play It, Measure It: 
Experiences Designed 
to Elicit Specific Youth 
Outcomes)

 Features three (3) of ACA’s outcomes scales 
(friendship skills, teamwork, and exploration)

 Ties each outcome area to specific  
games/activities that can be played in camp

 Sequence of activities that elicit a specific 
youth outcome that can be measured using 
ACA’s YOB



Resources 



Contact us

www.garstostlab.com


