Collective for Youth
Organizational Assessment & Program Theory Project

Collective for Youth Overview
Purpose & Structure

· The purpose of Collective for Youth (CFY) is to increase the capacity of
out of school time organizations by providing professional
development, technical assistance, and coaching.
· CFY serves as a connector for many stakeholders in the out of school time
system including CFY staff and board members, strategic partners, local
funders, coordinating agencies, program providers, and afterschool sites.

Project Overview
Purpose
· The purpose of this project was to partner with CFY to conduct an Organizational Assessment and
Program Theory project. Results from the project can be used to guide actions, support partners, align
stakeholders, and support future measurement.

Approach
· A discovery process and series of facilitated workgroup sessions were used to identify strengths and areas
of opportunity with CFY as well as co-create a program theory. An equity lens was applied at all stages.
· Data were collected from five sources including internal documents, archival data, stakeholder interviews,
extant literature, and facilitated workgroup sessions.

Organizational Assessment
Definition
· An organizational assessment is a process used to determine what is working well and what could be
improved with an organization or initiative.

Summary of Findings
· There were six main findings from the organizational assessment. These are listed below.

Program Theory Stage #1: Situation Analysis
Definition
· A situation analysis is a comprehensive analysis designed to understand the nature and extent of a
problem and set the stage for future change.
· The situation analysis focused on answering six questions: what is the problem or needs CFY is trying to
address through their work, what is the size of the problem, what are its causes, what are the
consequences if left unsolved, who is affected, and what is the history and future of the problem.

Summary of Findings
· There were six main findings from the situation analysis. These are listed below.

Program Theory Stage #2: Theory of Change
Definition
· A theory of change is a hierarchy of outcomes illustrating how change will unfold and informing actions
required to address the problem.

Theory of Change Model
Partner outcomes focus on partners being trained,
feeling supported, being confident in their skills,
adhering to quality standards, increasing program
quality, and serving more sites and youth.
· Funder outcomes focus on funders being aware and
confident in their giving, feeling satisfied with
disbursements, seeing an impact on outcomes, and
continuing to meet the funding need.
· Youth outcomes focus on youth having positive role
models, gaining new experiences, being motivated in
school, missing fewer days of school, graduating high
school, and being prepared for the workforce.
· Community outcomes focus on the community
understanding and advocating for programming, seeing fewer disparities in learning opportunities, and
having informed and capable citizens.
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Program Theory Stage #3: Theory of Action
Definition
· A theory of action is a description of how an initiative will be resourced and implemented in order to
achieve the outcomes required for change.

Theory of Action Model
· Resources include buildings & supplies, CFY staff,
partners, school district, curriculum & technology,
training resources, assessments & surveys, databases &
systems, and funding & philanthropy.
· Guiding Principles include being a visionary leader,
equity centered, adaptive minded, improvement
focused, data informed, and relationship driven.
· Activities include advocacy & leadership, fundraising &
resource management, network coordination,
programming facilitation, training & assessment, and
data collection & reporting.
· External Factors include staff turnover, funding
availability, partner and school district practices,
poverty, disparities & inequities, youth health, family involvement, regulations, and politics.

Program Theory Stage #4: Measurement Framework
Definition
· A measurement framework can serve as a roadmap for evaluating the implementation of actions,
achievement of outcomes, and ultimate impact on a problem.
· CFY could use this condensed measurement framework as a starting point for future measurement and
evaluation efforts if they are interested in adjusting any of their current measurement practices based on
the organizational assessment and program theory processes.

Framework Components
· Research Questions. Research questions focus on the extent to which CFY is implementing their activities
with fidelity and the extent to which they are achieving their intended outcomes with partners, funders,
and youth. Community outcomes are not included due to their system-wide and long-term focus.
· Logic Model. The logic model provides a highlevel illustration of how the TOA activates the TOC.
· Research Design. A longitudinal, mixed-methods
research design could be used to evaluate CFY
with qualitative and quantitative data being
collected from stakeholders at multiple timepoints
to assess change over time.
· Participants. Data could be collected from six main
participant groups including partners, funders,
youth, parents, teachers, and other school staff.
Measures. A variety of measures could be used to
address the research questions listed above
including surveys with youth, partners, funders,
and teachers as well as program assessments and
archival data.
· Implementation. Five steps are recommended to implement the measurement framework including
conducting a data scan, identifying data gaps and creating a data collection plan, creating and updating
measurement tools, creating data collection and analysis plans, and creating a data distribution plan.
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