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About CCBQ

• Since 1899, Catholic 
Charities Brooklyn and 
Queens has been providing 
quality social services to the 
neighborhoods of Brooklyn 
and Queens. 

• We currently offer 160-plus 
programs and services for 
children, youth, adults, 
seniors, and those struggling 
with mental illness, serving 
about 300,000 clients a year. 



CCBQ 2020 Grant Programs

• Received grant funding for programs, included $ 
support for evaluation

• Hired 2 evaluators to conduct in depth evaluation 
of programs

• Utilized CDC Evaluation Framework

• This presentation will focus on two programs: 
• Community Health & Wellness

• Youth Employment



What is Evaluation?

Evaluation is the systematic collection, use, and analysis of information in order to 
understand how effective and efficient programs are. 

Evaluation helps us answer questions, such as:

• Are we reaching our intended target population?

• Are clients receiving the intended “dose” of services? Are some clients discontinuing services 
prematurely?

• Is the program improving clients’ lives? Which life areas does the program seek to improve? Such as 
health, mental health, social connectedness, food security, housing, employment etc. How will we 
measure improvement? 

• Are we allocating our program resources in the most efficient way possible?

• What feedback do clients have about the program?

• What aspects of the program are we good at? What aspects of the program do we need to improve?



Why Evaluate?

• Information on what’s working and what’s 
not helps us course-correct and make 
continuous improvements.

TO IMPROVE: 

• Understanding what works, for whom, in 
what respects, to what extent, in what 
contexts, and how it helps us make decisions 
about the program going forward.

TO MAKE 
INFORMED 

DECISIONS ABOUT 
THE PROGRAM: 

• Ethical commitment to use our resources 
wisely to optimize program impact . Holds us 
accountable to our funders, ourselves, and 
the clients/communities we serve. 

TO HOLD 
OURSELVES 

ACCOUNTABLE: 



CDC Framework for Program 
Evaluation

Step 1: Engage stakeholders
Step 2: Describe the program 
(logic model)
Step 3: Focus the evaluation 
design
Step 4: Gather credible evidence
Step 5: Justify conclusions
Step 6: Ensure use and share 
lessons learned



CDC Framework for Program 
Evaluation

Four top clusters of Evaluation Standards

• Utility: Who needs the information from 
this evaluation and how will they use it?

• Feasibility: How much money, time, skill, 
and effort can be devoted to this 
evaluation?

• Propriety: Who needs to be involved in the 
evaluation to be ethical?

• Accuracy: What design will lead to 
accurate information?



Community Health & Wellness
Step 1: Engage Stakeholders

Stakeholders:
• Funder

• Agency leadership: Planning Committee of Board of Trustees, CEO

• Program & department leadership: SVP, VP, Director of Field Operations, 
Program Manager

• Office of Planning & Evaluation: SVP, Evaluation team, Planning team

• Program team: Program staff

• External partners: Food distribution sites, partner organizations

• Program participants



Community Health & Wellness 
Step 2: Describe the Program

Logic model



Community Health & Wellness 
Step 3: Focus the Evaluation Design

High Impact of COVID-19 in NYC

• Target population:
• Unknown economic impact on target 

population

• Program Activities: 
• Increased need for emergency food distribution

• Evaluation Focus: 
• Needs Assessment
• Knowledge gain (Outcome measurement)
• Output tracking of food distribution & activities

• Connection to additional CCBQ services



Community Health & Wellness 
Step 4: Gather Credible Evidence

Needs Assessment

• Created survey for attendees of Summer Health & Wellness events
• Assessment of SDOH needs and impact of COVID-19 pandemic 

• Knowledge gained from health education booths

Output tracking of food distribution & activities

• Created a tracking sheets for Emergency food distribution & program activities

• Tracking sheets on CCBQ SharePoint 
• Ability to update in the field

• Up-to-date information for Program team + Evaluation team

Date Month
Brief description

(purpose, topics, etc.)
Population type

Number of 
participants

Type of site Name of Site Site address Zip code

6/2/20 June Food Pop-Up Distribution General population 105 Parish St. Michael's 42nd Street 11232



Community Health & Wellness 
Step 5: Justify Conclusions

Needs Assessment

• 980 respondents, who lived across boroughs

• 54% said someone in the household lost a job

• 54% said the food they bought within the past 
month didn’t last

• Most requested services (30-36%): 
• Nutrition & fitness activities

• Healthy food

• Employment 

• English classes

Health & wellness knowledge outcomes

• 3 post event questions on stress reduction, sunscreen 
use, and nutrition



Community Health & Wellness 
Step 5: Justify Conclusions

Were food distribution attendees connected  to CCBQ Programs?



Community Health & Wellness 
Step 5: Justify Conclusions

Activity Output tracking

• 20,000 people participated in 190 activities 
across 34 neighborhoods in Brooklyn and 
Queens

• Activities included: 
• Food Distribution
• Community events
• Nutrition workshops
• Cooking Demos
• Health Screenings (blood pressure, COVID-19 

antibodies, flu shots)
• Benefits Screenings
• Social Support Groups
• Health & Wellness education (social media) 



Community Health & Wellness 
Step 6: Ensure Use & Lessons Learned

Shared final report with stakeholders

Lessons Learned

• Practical and easy data capture -- to ensure accurate activity tracking

• Needs Assessments can inform program activities
• During the COVID-19 pandemic & beyond
• Continuous monitoring and data visualization (Tableau) of “gateway” 

programs (Food Distribution, Call Center) to understand client needs

• Bi-weekly meetings between Evaluation & program staff

• Increased evaluation capacity is needed to measure behavior change



Youth Employment program
Step 1: Engage Stakeholders

Stakeholders:
• Funder 
• Agency leadership: Planning Committee of Board of Trustees, CEO
• Program & Department leadership: SVP, VP, Director of Field 

Operations, Program Manager
• Office of Planning & Evaluation: SVP, Evaluation team, Planning 

team
• Program team: Social  Worker, Job  Developer, Coordinator, &  Case  

Managers
• External partners: Organizations that served as internship sites, 

workshop speakers 
• Youth participants and their families



Path Activities Target 

populations 

Outputs / Participation 

Milestones

Short Term 

Outcomes 

Long-Term 

Outcomes

In
te
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h

1 Outreach

2 Screening

3 Intake

4 Pre-orientation

5 Orientation Skills-building workshops

6 Identify worksites

7 Case Management: 

8 Internship placement

9 Weekly Reflection Sessions

10 Worksite Monitoring

11 Counseling Sessions

12 Individualized Service Strategy (ISS) Plan

13 Follow Up after completion of internship

Young adults aged 

18 to 28 years who 

are out of school, 

out of work & 

need professional 

experience. 

54 young adults are expected to 

participate in the internship path: 

2 cohorts of 27 participants in 

each cohort.

For each cohort, the goals are:

100% (all 27 participants) will 

complete the orientation phase, 

which involves various skills-

building workshops. 

At least 85% (at least 23 out of 27 

participants) will complete 6 

weeks of internship. 

Participants will improve 

in their knowledge, skills, 

behaviors & attitudes 

related to job readiness. 

Areas include: resume 

writing, interview skills, 

financial literacy, 

collaborative skills, 

computer skills, & 

customer service skills. 

Participants will be full-

time employed within 9 

months after the 

completion of their 

internship. Their jobs will 

provide a living wage and 

basic benefits.

Target: At least 60% (17 

out of 27 participants) in 

each cohort. 

Need: Youth become disconnected from employment and education due to factors such as poor school 
experiences, lack of a strong family support system and role models, lack of access to information about 
educational and employment options, poverty, housing insecurity etc.
Goal: Youth will find a career path towards economic security. Job with living wage & benefits is a first step.  

Youth Employment program
Step 2: Describe the program



Youth Employment program 
Step 3: Focus the Evaluation Design

CLIENT CHARACTERISTICS AND NEEDS

• How many clients did the program serve? What are their 
demographic and socio-economic characteristics?

• What level of job readiness skills (computer skills, financial 
literacy, job-seeking, inter-personal & time management) do 
youth have when they enter the program?

• What kinds of strengths, challenges, and goals do youth have 
when they enter the program? 

LEVELS OF SERVICE

• What are the number and percent of participants who complete 
each participation milestone? Participation milestones include 
completion of orientation phase which involves skills-building 
workshops, internship placement, and internship completion. 

• What are the patterns of service use? Number and intensity of  
service contacts, number and types of services & monthly 
trends.

PARTICIPANT FEEDBACK

• What are participants' perceptions of the program? 
Did the program meet their expectations? What 
aspects of the program did they find beneficial? What 
aspects of the program did they feel needed to 
improve?

PARTICIPANT OUTCOMES 

• To what extent have program participants improved in 
their job readiness skills?

• What is their employment status after completion of 
program?

• What is their education/training status after 
completion of program? 

REFLECTIONS ON PROGRAM SUCCESSES, CHALLENGES, 
AND LESSONS LEARNED

• What are the successes, challenges and lessons 
learned? Moving forward, what strategies should the 
program consider?



Youth Employment program
Step 4: Gather Credible Evidence

• Database specification: Specification of forms and data elements at 
each stage of the program workflow aligned with the information needs 
of the evaluation.

• Focus groups: 
• Conducted two focus groups with participants to learn about their experience 

and perceptions of program. 
• Conducted focus group with program staff to capture their experiences with 

implementing the program and suggestions for program improvement.

• Pre and post survey on job readiness skills: Design, administration, and 
analysis of pre-and post-surveys that identified participants' baseline 
workplace readiness skills and changes in these skills after participating 
in workshops.



Did the program reach its intended target 
population?

Youth Employment program
Step 5: Justify Conclusions



Are clients receiving the intended “dose” of services? Are some clients 
discontinuing services prematurely?

21 participants 
completed 

Orientation (skills-
building workshops)

76 % (16 out of 21) 
started their 
internships

25 % (4 out of 16) 
completed their 

internships

25 completed 
Orientation 

(skills-building 
workshops)

88% (22 out of 
25) started their 

internships

90 % (20 out of 
22) completed 
their internship

COHORT 1 PARTICIPANTS ON THE INTERNSHIP PATH

COHORT 2 PARTICIPANTS ON THE INTERNSHIP PATH

Youth Employment program
Step 5: Justify Conclusions



To what extent have program participants improved in their job readiness 
skills?
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BASELINE: Participants' self-rated computer skills 

Total = 22 respondents
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FOLLOW UP: Participants' self-rated computer skills

Total = 22 respondents

I don't know how to do this Fair/Good Very Good/Excellent

 Improved: Not improved: 
• Computer skills in MS Excel & MS PowerPoint 

• Most aspects of financial literacy and behavior 

• Comfort with speaking in public, including making 
an elevator pitch about their professional 
background and interests 

• Many job-seeking skills, specifically having a 
comprehensive, strong list of references, use of 
LinkedIn, resume development, and filling out a 
job application 

• Computer skills in MS Word and the internet 

• Most inter-personal skills  

• Time management skills  

• Some job-seeking skills: How to prepare for job 
interviews and knowledge of employers’ 
expectations in their fields of interest 

 

Youth Employment program
Step 5: Justify Conclusions



What are participants' perceptions of the program?

"One of my favorite workshops was when someone from the TD-Bank came to 
present. It felt nice to have someone from outside spend time with us and telling us 
about the importance of having good credit and saving money. It was good 
because some of us feel lost in what we want and what we need in life, and 
finances are something school doesn't talk to you about." 

"The program gave me something to do, and I liked that a lot. I learned to manage 
my time better. I learned about what the real professional world is going to be, 
what they expect of you, how your boss comes off a certain way, and the 
importance of that first impression. It was a learning experience that helps you 
improve your professionalism."

Participants suggested 
improvements in the following 
areas: 
• communication about 

program milestones
• timeliness of pay
• more depth of content in 

workshops 
• topics more geared to their 

specific professional 
interests, more guest 
speakers

• broader range of internship 
opportunities

Youth Employment program
Step 5: Justify Conclusions



What is their employment status after completion of program?

As of the end of December 2020, 25 participants across the Internship and Employment paths found jobs. 
Results vary by cohort and path. More time needed to fully evaluate employment outcomes.

Youth Employment program
Step 5: Justify Conclusions



Takeaways

• In sum, the program has made significant achievements in 
a challenging economy, even though it has not yet met its 
employment targets. 25 participants found full-time 
employment as of December 2020. Performance varies by 
path and cohort. More time needed to fully evaluate 
impact of program on employment status.

• Importantly, we have gained insights that, if applied, have 
the potential to strengthen not only this program model 
but also the agency’s wider portfolio of youth 
employment programs.

• Over 60 participants took part in job readiness skills 
workshops. Many participants improved in their job 
readiness in computer skills, financial literacy, job-seeking 
skills, confidence and communication skills.

• 24 participants additionally gained work experience
through the completion of their six-week long internship 
placements.

Considerations for future program 
development

• Determine the extent to which youth with college 
experience should be part of the target population. 

• Address client engagement for clients on the 
Employment Path. 

• Incorporate client feedback loops via surveys and 
focus groups as a routine part of program operations. 

• Improve tracking of employment outcomes. 

• Address database configuration needs. 

• Start the planning for evaluation in advance of grant 
application. 

• Incorporate the full cost of evaluation support and 
database needs in future grant applications. 

Youth Employment program
Step 5: Justify Conclusions



Youth Employment program
Step 6: Ensure Use & Lessons Learned

• Bi-weekly meetings with program team

• Sharing of findings from focus groups and job 
readiness survey with program team

• Sharing of final report with stakeholders



Overall Lessons Learned for 
Program Evaluation
• Get to know the program really well. Talk to people in 

different roles in the program team. Observe program 
activities. Talk to clients (if permissible). Build 
relationship with program team. Understand their 
concerns with evaluation and their information needs. 

• Develop key evaluation questions/learning agenda 
that relevant program stakeholders agree on. Bare 
minimum: 

• Who does the program serve? 

• What services does the program provide? 

• Does the program improve clients’ lives?

• You can’t measure everything, so focus on what matters most.



Overall Lessons Learned for 
Program Evaluation
• Map program workflows and data elements/forms needed at each stage of 

workflow for monitoring and evaluation. Ensure database is configured to 
collect the required data. Spend time on getting this right, because it is 
foundational. 

• Automate, automate and automate! Automate data collection, analysis, 
visualization, and reporting as much as possible. This means maximizing use of 
database (structured data fields to reduce human error, reporting templates), 
analysis and visualization software (Tableau, SPSS), survey software (Survey 
Monkey), report templates in Word, focus group protocol, logic model, 
evaluation plan etc. Anything you create is a replicable template for future 
activities. 

• Establish regular meetings with program team or ensure evaluation is a regular 
part of the agenda in standing program team meetings.

• Incorporate the development of evaluation products into your evaluation plan, 
such as reports and presentations. At minimum, a report.

• Understand the decision-making contexts of program stakeholders. Keep track 
of how evaluation findings/evidence are being used. 



Evaluation Matters



Resources

• CDC Framework link, which has evaluation planning templates:
https://www.cdc.gov/eval/framework/index.htm

o Framework 3-pager key points: 
https://www.cdc.gov/eval/materials/frameworkoverview.pdf

o Framework 23-pager summary: 
https://www.cdc.gov/eval/materials/frameworksummary.pdf

o Framework You Tube video: https://www.youtube.com/watch?v=tOjieBh1ce0

• CCUSA Webinar: The Science of Evaluation Designing an 
Evaluation Framework from Scratch

• https://www.youtube.com/watch?v=BxmA23b8dvU

• The Learning, Analysis, Measurement & Evaluation Subgroup of 
the CCUSA Management & Administration professional interest 
section

https://www.cdc.gov/eval/framework/index.htm
https://www.cdc.gov/eval/materials/frameworkoverview.pdf
https://www.cdc.gov/eval/materials/frameworksummary.pdf
https://www.youtube.com/watch?v=tOjieBh1ce0
https://www.youtube.com/watch?v=BxmA23b8dvU



