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THE CHALLENGE
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- State of Evaluation 2012, p. 5

Morariu, J. & Pankaj, V. (2012). State of Evaluation 2012: Evaluation Practice and Capacity in the Nonprofit Sector. Innovation
Network. Available from http://www.innonet.org/resources/files/innonet-state-of-evaluation-2012.pdf

THE QUESTION

(a )

‘What data should each program be collecting...
given the questions that it needs to answer...

for its particular combination of stakeholders ...

and the resources available?”

© 2014 Rachel Albert (RNAIbert@jfcsboston.org) & Laura Beals (Ibeals@jfcsboston.org)



American Evaluation Association Annual Conference
Evaluation TIERS: A tool for allocating evaluation resources at nonprofit agencies
Demonstration Session 1065 | October 15, 2014

OUR APPROACH: TIERS
“Tool for Intra-agency Evaluation Resource Sharing”

Research

Tier 4:
.= * Impact
assessment

Tier 3:
Monitoring + Perceived
effects + Observed effects

Tier 1:
Monitoring

Tier 1:
Monitoring
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TIER 1: MONITORING

QUESTIONS _I_How many people
are you serving

per month/year?

What is their
demographic
composition?

With what types
and volume of
activities are you
serving them?

TIER 1: MONITORING

e

Refresh intake
sheets; train on

Complex data collection
PROCESS —
Simple Data

completeness
reports

Program
monitoring
reports
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TIER 1: MONITORING

e

Enrollments

Program-specific
descriptive,
demographic, and
diagnostic fields

Alot
DATA Q _ e Outputs
Alittle

Process
outcomes

TIER 1: MONITORING

o

Program staff:
Data entry and
completeness

monitoring

Evaluation staff:
Intake sheet

RESOURCES i training; reports

Few
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Tier 1:
Monitoring

TIER 2: PERCEIVED EFFECTS

What changes do
participants
perceive as a
result of the
program?

Do participants
feel the goals of
the program were
achieved?

What suggestions
do participants
have for program
improvement?
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TIER 2: PERCEIVED EFFECTS

Client surveys
D Complex Family surveys
Simple Staff surveys

Volunteer surveys

TIER 2: PERCEIVED EFFECTS

Satisfaction

Alot
D Perceived Effects
A little

Achievement of
program goals
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TIER 2: PERCEIVED EFFECTS

Many

Few

Program staff:
Survey design
and
implementation

Evaluation staff:
Survey analysis
and reporting

Tier 3:
Monitoring + Perceived
Effects + Observed Effects

Tier 1:
Monitoring
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TIER 3: OBSERVED EFFECTS

QUESTIONS __7 What percent of
clients are

achieving specific
program goals?

What percent of
clients are
achieving specific
individual goals?

S—

TIER 3: OBSERVED EFFECTS

e

Complex Goal achievement
PROCESS — tracking
Simple

Third-party
observations

Case notes review

S
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TIER 3: OBSERVED EFFECTS

Alot
DATA Q —
A little

Program-specific
customized
outcome tracking
protocols

Observation
checklists

Structured case
notes

TIER 3: OBSERVED EFFECTS

RESOURCES Q
Few _1

Program staff:
Training & real-
time tracking

Evaluation staff:
Training, tools
design,
monitoring
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Tier 4:
... + Impact
assessment

Tier 3:

Monitoring + Perceived
effects + Observed effects

Tier 1:
Monitoring

TIER 4: IMPACT ASSESSMENT

QUESTIONS _f What long-term
changes, if any,

have occurred
among
participants as a
result of the
program?
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Complex
-
Simple

TIER 4: IMPACT ASSESSMENT

Conduct
comprehensive
literature review

Conduct long-
term program
evaluation
planning
including logic
model

Produce periodic
in-depth data
analyses

Alot
Alittle

TIER 4: IMPACT ASSESSMENT

Standardized
assessments and
validated
measures
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TIER 4: IMPACT ASSESSMENT

o

Program staff:
Significant time to
administer tools

Evaluation staff:

RESOURCES Many Significant time
identifying and
Few —<I\ piloting tools

Research

Tier 4:
... + Impact
assessment

Tier 3:
Monitoring + Perceived
effects + Observed effects

Tier 1:
Monitoring
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TIER 5: RESEARCH

QUESTIONS

What does this
implementation
suggest about the
efficacy of this
kind of
intervention for
similar
populations?

Complex

Simple

—

Should this
program be
positioned for
replication?
TIER 5: RESEARCH
J—

Collaborate with
an academic
partner, under the
approval of an
IRB

Rigorous study
design

Collaborate on
publication of

results
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TIER 5: RESEARCH

Alot Customized
DATA . —_— intake packets
Alittle
Battery of
standardized,
validated tools
TIER 5: RESEARCH
Program staff: It
depends...
Many .
' Evaluation staff: It
‘ Few
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Programs
at each tier

Data Very few
Research
Tier 4:
... + Impact Few
assessment
1)
2|
g = Tier 3:
213 Monitoring + Perceived
< | 9 Effects + Observed effects Some
Wl x

Most

Tier 1:
Monitoring All

IMPLEMENTATION PROCESS

!

Step 1: Obtained feedback from ?
agency leadership and [ ey 2
Advisory Committee —

Agency
leadership

Evaluation
professionals
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IMPLEMENTATION PROCESS

Criteria

b
Pt |

Ageacy H
leadership Re po rtl n g
Step 2: DEL met with internal

Ay
stakeholders to reach v ~)>
consensus on appropriate I, A

: Operations
tiers for each program Foundations
f".‘-"?ﬁ
= Learning
Program
managers —

IMPLEMENTATION PROCESS

Tier 5:
Research

Tier 4:
- + Impact
assessment

Tier 3:
Monitoring + Perceived
effects + Observed effects

Tier 1:
Monitoring

Step 3: Look at overall
distribution of programs
across tiers; re-allocate
based on resources
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HOW “TIERS” IS WORKING SO FAR

Benefits:

v Shared vocabulary facilitates
discussions (both inter- and
intra-departmental)

Tiers make assumptions
explicit to enable long-range
planning

Process emphasizes mutual
resource allocation

CHALLENGES

Challenges

Not all programs fit neatly into
one tier

What's the right time-scale for

revisiting and revising tier
assignments

Some programs need
remedial work just to get up to
adecent Tier 1

It's a LOT of work to do high-

guality monitoring, let alone
outcomes evaluation
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KEY TAKEAWAYS

(1) Have a systematic process for evaluation
management.

(2) Don’t be afraid to stop at whatever tier is
most appropriate for the program.

(3) Remember — the higher the tier, the more
resources needed!

QUESTIONS
OR

COMMENTS?

Rachel Albert, MBA, MSW

Vice President of Learning and Impact
Jewish Family & Children’s Service (Waltham, MA)
rnalbert@jfcsboston.org | @rachelnalbert

Laura Beals, PhD

Director of Evaluation Caring for Generations
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