


Dear Reader:

The Pennsylvania Workforce Investment Board believes that this toolkit will not only assist Industry
Partnerships in demonstrating that the activities conducted by them have addressed Industry needs, but also
will improve the way Industry Partnerships work. This toolkit supports the use of a Strategic Industry
Partnership Framework. This approach should be rigorous in its efforts to determine the worth of a program
and to guide program implementation and management, as well as relevant and useful to program
coordinators. Although the Strategic Industry Partnership Framework is useful to document impact and
demonstrate accountability, it should also lead to more effective programs, greater learning opportunities,
and better knowledge of what works.

This Strategic Industry Partnership Toolkit is designed to encourage dialogue about the role assessment,
capacity building, planning, implementation, and evaluation should play within an Industry Partnership. We
encourage you to think differently about these processes, so that together we can move the discipline from a
stand-alone monitoring process to an integrated and valuable part of program planning and delivery.

This document includes several methods, best practices, and ideal ways to incorporate this framework into
your partnership. Although these are examples for your use, the core practices demonstrated in this toolkit
are reflected of ideal components and measures used during the grant evaluation and technical assistance
process.

We hope that you will find this information valuable. At the very least, it should provide a solid base from
which to make decisions that ultimately lead to stronger partnerships and a more effective workforce
development system.

Sincerely,

S

Robert G. Garraty, Ph.D.
Executive Director
Pennsylvania Workforce Investment Board
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THE STRATEGIC INDUSTRY PARTNERSHIP
FRAMEWORK

The Strategic Industry Partnership Framework is a project management approach used to develop the
infrastructure for effective and sustainable Industry Partnerships. Each stage builds upon another, and the
entire process is built around the core concepts of Industry Partnerships.

Step 1 - Industry Analysis The collection and review of data from many sources to define the industry sectors
challenges, resources already in place to address them and additional resources that are needed to address
employer, employee, and overall industry need. The data collected should help you to make more informed
decisions about your program objectives. The sequence of actions in the assessment phase includes 1) collect
data to identify current Industry Partnership needs, 2) identify available resources to address the identified
needs, 3) analyze the data, and 4) prioritize Industry Partnership needs.

Step 2 — Capacity Building To build capacity, the Industry Partnership must engage stakeholders to develop
and strengthen the Industry Partnership. The main elements of capacity building are 1) identify capacity to
address prioritized problems, 2) mobilize Industry Partnership membership capacity, 3) reach out to new
partners and 4) nurture members of the Industry Partnership.

Step 3 — Planning During the planning stage, the Industry Partnership sets goals and measurable outcomes as
part of a plan to address the needs identified during the analysis phase. The planning phase includes 1)
identify specific goals, 2) identify and prioritize objectives, and 3) develop an implementation plan.

Step 4 — Implementation This stage involves putting the plan into action with evidence-based strategies that
were identified in the planning stage. It also means documenting and measuring how the plan is carried out
and how well it works, making course corrections as needed and finalizing the evaluation plan. The basic
elements of this step include 1) carry out planned services, 2) document what is done and 3) evaluate the
implementation process.

Step 5 — Evaluation/Business Impact During this stage, the Industry Partnership measures what has been
done and the effects it has had on the industry, employees, employers, the regional workforce development
system and other key stakeholders. Evaluation findings tell us how programs, policies or practices might be
improved to achieve better outcomes. Key activities under evaluation include 1) implement the evaluation
plan, 2) collect data, 3) analyze data, 4) report outcomes to create a common understanding of what the
numbers mean and 5) use the evaluation outcomes to make needed changes in programs, activities and
services.



MILESTONES IN INDUSTRY PARTNERSHIP

DEVELOPMENT

While timelines will vary by Industry Partnerships, the objective is to build an infrastructure and engage

industry representatives in development of deliverables consistent with key steps in the strategic industry

partnership framework. The steps defined below are meant to build on each other and should be re-

evaluated on an ongoing basis. Nevertheless, each Industry Partnerships should assure that the following

process takes place consistently within the Industry Partnership.

Step 1 Analysis

Step 2 Capacity
Building

Step 3 Planning

Step 4 Implementation
& Sustainability

Step 5 Evaluation

Conduct Regional Industry
Cluster Analysis

Conduct
employer/employee/industry
needs assessment

Analyze data

Develop goal statements

Identify who will serve in the
capacity as a
coordinator/facilitator

Create and develop new
partnerships

Engage existing members in
assuming leadership roles
Identify “missing” stakeholders
Recruit & develop leadership
within the Industry Partnership

Review industry driven needs
Conduct planning & strategy
meetings

Create action & evaluation plans

Implement industry-driven plans
Develop & implement
sustainability plan

Review initial outcomes with
Industry Partnership members
Review & use process data to
assess implementation and
develop future recommendations

Prioritize Regional Targeted Industry
Clusters

Industry demanded/needed strategies,
policies, programs & practices

Report outcomes of needs assessment
Create clear, concise, data-driven goal
statements

Establish support for coordination and
facilitation

Membership directory

Membership recruiting plan
Stakeholders decide and understand
roles and responsibilities

Leadership development plans
Industry representation on Governance
structure

Action Plan
Measurable outcome objectives
Evaluation plan

Post implementation program / process
evaluation

Sustainability plan

Industry and other stakeholders have
sustained engagement in Partnership
governance and activity

Evaluation reports for internal & external
audiences

Recommendations to improve program
delivery




OVERALL INDUSTRY PARTNERSHIP
RECOMMENDATIONS

Listed below are recommendations and suggestions on how to achieve a highly functioning Industry
Partnership. We recognize that Industry Partnerships reserve the right to determine the most effective
means to conduct program improvement processes, engage partners, and enhance the overall effectiveness
of the Industry Partnership.

Identify and collect data to get a more complete & Use only the data you prepared in submitting
accurate understanding of Industry needs. an earlier grant proposal.

Recruit new faces and build your Industry Form your partnership with the “usual”
Partnership representatives.

Collaborate with a broad range of partners,
including educational institutions at all levels,
philanthropic community, community based
organizations, PA CareerLinks, Regional Career
Education Partnerships, DCED/WEDNet, Industrial
Resource Centers, Ben Franklin Partners, Chamber
of Commerce, and/or Union of Labor Management

Do it on your own.

Partnership.

Contact the Pennsylvania Workforce Investment Assume that your Industry Partnership has
Board for Technical Assistance. all the knowledge and skills it needs.

Use already developed, tested materials for Don’t reinvent the wheel; should relevant
assessment and outcomes and effective materials already exist.

Use evidence-based strategies and best practices

. . o Do it on your own.
in conducting program management initiatives




INDUSTRY PARTNERSHIP DATA ANALYSIS

The formation of Industry Partnerships commonly results from the data-driven concept of Industry Cluster
analysis that defines targeted industries and occupations. A regional labor market analysis should be
conducted and routinely re-evaluated to ensure the targeted industry cluster and occupations are supported
by data and validated by demand.

As Partnerships are developed and sustained, a needs assessment is an approach to gathering data to identify
problems, set priorities and make decisions to address the problems. Industry Partnerships need to invest
time in collecting local/regional data to inform future program development, as well as identifying current
industry needs.

An Industry Partnership needs assessment defines and describes the: 1) the broad needs and challenges
facing the industry as a whole, 2) infrastructure and skill needs of employers, 3) infrastructure and skill needs
of employees 4) current resources/services available, and 5) additional information and resources needed to
address gaps in the understanding of the industry.

End products of the needs assessment include:

Analysis of gaps in training programs, infrastructure, resources and services at baseline

Data-driven or fact based goal statements

Partnership data analysis for inclusion in reports to the Partnerships’ funders.

Baseline data for continued assessments, capacity building, and planning

Why is a Needs Assessment Important?

e Not all Industry Partnership members are alike — in available resources, or in the needs of members

e A more complete understanding of the industry as whole is critical to projecting future programming
needs and services. This type of understanding can be achieved when data from many sources are
collected, examined and interpreted through the lens of a large cross-section of the industry.

e Thinking big — identifying problems beyond the needs of one company or entity, at an industry level,
helps build big solutions and strengthens the industries in regions with a competitive advantage.



DATA COLLECTION

Baseline Needs Assessment

If you do not take measurements when a fiscal year starts it is hard to prove months or years later that a
change or impact has taken place. All Industry Partnerships need to conduct a needs assessment at baseline,
prior to initiating training activities.

An Effective Needs Assessment

e |s conducted in the first few months of a fiscal year and is administered in an organized and coordinated
fashion
e |nvolves the professionals at the Center for Workforce Infromation and Analysis (CWIA) at the PA
Department of Labor & Industry
o Includes Industry Partnership members that employ individuals in a variety of settings
e |sdonein the best means to achieve results. Paper, online survey engines, focus groups, roundtable
discussions, or a combination of methods.
e Determines the best means for meeting Industry Partnership membership needs
e Includes perceptions (anecdotal data) as well as statistical information on needs
e Is used to set the Industry Partnerships priorities
e Addresses the following:
0 Understanding the human capital needs and critical challenges facing the industry. External
industry trends often translate into employee/employer needs.
0 Employer/employee identified training needs including skill gaps critical to competitiveness and
innovation.
0 Identify logistical and/or infrastructural barriers to meeting goals and objectives.

Setting Priorities

Priority setting can be done through a general discussion that results in a consensus or through a more
systematic, multiple voting processes. In a multiple voting process all members spread a set number (3) of
“votes” individually across a list of needs or invest two or more votes on a single issue. When this method is
used, the needs receiving the highest number of votes become the priorities.



Guidelines for Data Collection

Be mindful of your audience. If
appropriate, use a fifth grade
reading level clear and concise
language on survey materials.
Know when and where technical
jargon is appropriate.

Collect information from a large
sample size.

Utilize Industry Partnership
members with the given
expertise to interpret findings.

Before administering the survey,
tell people why you are
collecting the information and
how it will be used.

Supplement existing data with
new information as new
problems are identified.

Underestimate the
importance of language
barriers, both literacy and
limited English proficiency,
in the development and
interpretation of survey
results.

Interview only those
present at the time of data
collection — or people who
just happen to be easy to
reach.

Use only paid staff and
traditional agency partners
to collect and make sense
of data.

Pre-determine training
needs without adequately
assessing Industry needs.

Rely solely on the data
collected to address
emerging problems.




CAPACITY BUILDING

Capacity building is the second step in the Strategic Industry Partnership Framework. Capacity building
involves identifying and increasing membership along with increasing the ability and skills of individuals,
employers and organizations to work together to address problems identified during the analysis stage.

The Industry Partnership becomes the operational structure for change. It is the intersection of many
stakeholders — individuals and organizations with multiple interests — around a common concern of building a
skilled workforce. Members can serve in many capacities that create measurable results and mobilize
resources to support programs.

What Industry Partnerships Need to Build

Building an Industry Partnership takes time. Successful partnerships organize for success, emphasize the
growth and development of the Industry Partnership, and create an infrastructure that is wide enough and
deep enough to make a real difference.

Effective Industry Partnerships build and maintain:

e Organizational Structure
e Membership and participation

e Industry Partnership Leadership and Governance Structure

Industry Partnership Organizational Structure

The level of organization depends on an Industry Partnership’s goals — what the Industry Partnership has to
start with and what it intends to accomplish over the course of funding.

Most Industry Partnerships develop an organizational infrastructure that includes:
e |ndustry Partnership Objectives including Mission, Vision and Goal Statements

Written Industry Partnership objectives are needed — these should be shared among the
membership. The objectives do not need to be highly technical but it is important to create a
common vision to help move the Industry Partnership in the direction it wants to go.

e Governance Principles — Membership Expectations

Industry Partnerships should draft written expectations for both the membership and those that
assume roles on the governance structure. These should be foundational expectations that must
be fulfilled in order to effectively perform the responsibilities as an Industry Partnership. In doing
so, it serves as an explicit reminder and reinforcement of the commitment of members to the
activities of the Industry Partnership, clearly identifies what is expected of Industry Partnership
members in order to benefit from the offerings of an Industry Partnership, and sets the criteria
for periodically assessing the performance of individual members.



e Governance Structure —

Industry Partnerships that engage the membership in the governance process are highly
successful and in doing so, the Industry Partnership remains industry-led and demand driven. An
ideal governance structure is reflective of the membership and the majority of representation
includes employers and worker representatives where appropriate. This governance structure
can take form as an advisory council, steering committee, executive committee, officers or other
entities as deemed appropriate by the Industry Partnership. The function of the group is to
balance and align the needs, interests, and expectations of the membership. It is expected that
individuals comprising this group will take the lead in conducting Industry Partnership meetings.
All members should clearly understand their roles and responsibilities throughout the

governance process.

Membership and Participation

The strength and success of an Industry Partnership directly depends on the skills, resources and
commitment of its members. Membership recruitment and stakeholder engagement should be an ongoing
process. This means getting the right people involved from the beginning. It means treating everyone as an
equal partner and giving each person a voice in the partnership. It also means that there must be an ongoing
effort by all partners to identify, contact, orient and bring new members into the Industry Partnership

Key to this process is developing an effective communications system. An effective communication system

includes

1. Identify key and appropriate stakeholders to serve as the primary points of contact within the
coordination and facilitation role.

2. Establish relevant and effective communication channels, including:

a. Meetings

i. Schedule meetings in advance
ii. Distribute meeting agenda in advance of meeting

iii. Prepare and distribute brief notes or minutes on all meetings. Sharing meeting notes or
minutes with potential members provides a history of where the group has been and helps
orient new members.

b. Technical Assistance and Support

i. Establish relationships and networks within the Partnership that can provide support and
assistance to the Partnership and its members

ii. Establish relationships and networks external to the Partnership that can provide support
and assistance to the Partnership and its members
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Industry Partnerships naturally build membership and promote participation when they meet the needs of
their members. Following are six principles that can be used to nurture and engage members.

Six “Rs” of Membership Building Tips for Membership Building

Give credit and praise and recognize members for their

Recognition
ant contribution to the Industry Partnership
Respect member schedules. Schedule meetings in advance
Respect " S o
and be sensitive to individual’s time
Role Create roles with real power and substance — not just token
slots on a committee
P | contact le to joi Provi
R ersonal contact encourages people to join a group, Provide

opportunities for people to share best practices and to network

People will join in when the rewards of membership outweigh
Reward the costs, Provide opportunities to share resources and
discuss mutual challenges

People tend to stay involved when their involvement makes a
Results difference — when visible projects and activities make an
impact

11



PLANNING

Planning is the third step in the Strategic Industry Partnership Framework. During the planning stage, an
Industry Partnership develops an action plan also known as an implementation plan. An action plan outlines
how an Industry Partnership will pursue activities in order to achieve the identified goals. Action plans
describe when and how to implement activities. The activities should always logically link to industry
identified problems and be demand driven and data-supported.

Identify Goals

The completion of a needs assessment should result in data that defines industry specific workforce needs.
The results of the needs assessment should be formulated into interventions or specific goals that address
the areas of concerns. Once an Industry Partnership has clearly identified and developed specific goals an
Industry Partnership can begin the implementation phase.

Action Plans

Action plans, also called implementation plans, are specific plans that are typically written to cover a one-
year period of activity. Action plans translate long-range strategic plans into manageable projects that
achieve intended outcomes. Written action plans should be shared with all members of the Industry
Partnership and answer the following questions:

e What activity, action, or training will take place?

e How is the activity/action/training to take place?

e By when will the action take place?

e What resources will be needed to carry out these actions?

e Who needs to be informed that the activity, action, or training will occur?

An action plan should be developed before executing any program and updated periodically to reflect
changes in the plan.

12



Quick Tips: Guidelines for Planning

Immediately involve the Industry

Keep the Industry Partnership focused on industry Partnership in conducting activities

related workforce needs that may or may not be related

CORRECT SEQUENCE: industry needs

Problem — Intended Outcomes — Strategies — INCORRECT SEQUENCE:

Activities Activities — Strategies — Problem —
Outcome

Be inclusive — seek out key stakeholders with diverse Involve only a few stakeholders who

viewpoints to identify and address common workforce support outdated strategies to develop

needs the action plan

Assume that everyone has prepared
an action plan and understands what
they need to produce and why it is
important to do one

Provide Industry Partnership members with
background on the planning process before
participating in developing an action plan

Surprise Industry Partnership
members with an agenda when they
arrive Don't give them time to think
about the issues and what they can
contribute to the discussion before
arriving

Be efficient — Send out an agenda in advance of the
meeting. Define what needs to be accomplished and in
what time frame. Start and end meetings on time

Communicate accomplishments — Structure every
meeting so that it results in a "product”, a list of ideas
Show off the product at the end of the meeting
Distribute copies of products & key decisions made to
all Industry Partnership members in the form of
meeting minutes

Leave the meeting on a "low note,"
knowing that little has been
accomplished Assume that "products"
need only to be completed not
recognized and used.

13




IMPLEMENTING EFFECTIVE INDUSTRY
PARTNERSHIP PROGRAMS AND ACTIVITIES:
SUSTAINABILITY

Implementation is the fourth stage in the Strategic Industry Partnership Framework after assessment,
capacity building and planning. Industry Partnerships “turn the corner” when they detail what needs to be
done, figure out who does what, when and where and “do the work.” Carrying out and documenting delivery
of planned services, improving and sustaining characterize the implementation stage as Industry Partnership
members’ step forward to carry out and oversee different parts of the work.

Engaging members in ongoing quality improvement during implementation helps coordinate activities as well
as create a shared responsibility for success. This guide describes a continuous quality improvement process
for implementing activities. It requires wide distribution of implementation plans, conducting the program,
documenting variations from the plan, assessing progress toward goals and modifying program activities to
better achieve intended outcomes and meet Industry needs.

It is important to note the benefits of developing a sustainability plan. How well an Industry Partnership plans
for sustainability determines whether the initiative and activities currently being conducted are a brief flash
of light or whether it is an ongoing effort capable of achieving long-term goals—building a highly skilled
workforce. Sustainability requires creating a plan dedicated to securing the resources to keep an Industry
Partnership operational.

It is not just “what you plan to do” but rather “how well you do what you planned to do” that creates
meaningful outcomes.

Document What Is Done

At this stage the Industry Partnership moves from planning to oversight, mutual accountability and
monitoring. During the planning stage the Industry Partnership identified specific goals and programs. They
also developed detailed action or implementation plans around each goal. Activities and programs are only
effective if they are fully implemented. Conducting activities described in the implementation plan needs to
be paired with a thorough understanding of what happens when the intended program activities were
implemented. Industry Partnerships should focus their attention on documenting how the activities, training,
or program was actually implemented along with any changes that are made.

Process Evaluation for Continuous Quality Improvement

How well a program is delivered influences the ability of the Industry Partnership to achieve its goals. Process
evaluation provides information to ensure Industry Partnership members get the most “mileage” out of their
programs.

Process evaluation, sometimes called “implementation” evaluation, helps determine whether a program is
being delivered as planned. A process evaluation might ask whether the number of people reached is more or
less than expected, whether individuals reached are members of priority occupations, and whether the
program is being delivered according to the planned protocol. Process evaluation provides information to the
Industry Partnership to improve program delivery as well as to stakeholders who want to know about the
level and quality of program activity.

14



Improving the Way We Work

Aside from documenting what is actually” done”, process evaluations help staff and planners improve
program delivery and enhance outcomes. When used for this purpose process evaluation becomes part of a
continuous quality improvement cycle.

A continuous quality improvement cycle begins with the development of action plans describing the ideal
conditions and activities to be conducted, by whom, for whom, with what, when and how. As these activities
unfold, Industry Partnerships should document the way in which these activities are actually conducted.

Several months into implementation, Industry Partnerships should assess progress toward short-term goals
and compare each action plan to documentation of what actually was done and then revise their action plans
to better align program activities with intended outcomes.

Facilitating Discussion of Mid-Course Changes

When delivering information on the progress of an Industry Partnership, frame the discussion in a manner
that recognizes the work that has been done while at the same time maximizing future efforts to better reach
your goals. By focusing on the positive you convey optimism about the prospect of success as well as the
need to make adjustments to the plan.

The following questions can help guide a discussion on making mid-course changes to implementation plans.
e How much progress are we seeing toward our short term and intermediate outcome objectives?
e Which objectives are being met?
e Which program components are working well?
e Which program components are not showing progress?

e For the outcome objectives that are not showing progress, was each program activity completed as
planned? Were deviations were made from the implementation plan?

e Was the staff trained/ qualified to conduct the program?

e How many people/organizations were exposed to each activity?

e What were participants’ perceptions of each activity? Of the program?
e What were the strengths of the way the program was implemented?

e What were the barriers or challenges to implementation?

e What was the nature of interactions between staff and participants?

e Where do improvements need to be made? What about changing:

O  Materials or Messages? o] Organization?
0  Training? o Duration or frequency of the activity?
(o] Outreach? (o} Delivery method or location?

e What needs to be done to more effectively implement key program components?

e What changes need to be made in the program or in the way we deliver it to improve its
acceptability?

15



Sustainability

Building partnerships and leveraging resources are critical to not only promote a comprehensive
approach, but also to achieve sustainability for Industry Partnership and Worker Training priorities.
Securing the resources and support to accomplish the work of the Industry needs to begin
immediately and continue throughout the life of the Industry Partnership.

How to Sustain the Work

It is never too early to think about how to broaden the Industry Partnerships impact and continue its
work. Supported by public sector funding for relatively short time periods, Industry Partnerships need
to act early to leverage additional resources that will allow it to continue to achieve its goals. Industry
Partnerships should be continuously working on identifying and securing the resources to sustain their
work.

Start the Process

Partnerships must address critical sustainability factors for both financial and organizational
sustainability, including:

e Determine What Needs to be sustained.

Establish strategy or strategies to develop and implement sustainability

Define how does the IP know whether or not its sustainability strategies are working?

Who/What partners should be at the table to help the IP sustain? Are those partners currently
participating? If not, what outreach efforts need to take place to bring those partners to the
table? If so, is the current structure working? What roles and outcomes need to be improved
upon?

Financial Sustainability

Industry Partnerships must define what needs to be financially sustained to keep the program
operational and then work to develop the necessary resources.

One of the first decisions an Industry Partnership will need to make is whether to pursue outside
funding and/or identify resources within the Industry Partnership to sustain its work. Typically Industry
Partnerships have decided to adopt practices that maximize resources within the Industry Partnership.
However, other Industry Partnerships have pursued the pathway to external funding.

Partnerships should identify funding strategies and examine possible funding sources. There are
various funding sources that support elements of the Industry Partnership strategy, including —

e Local or regional foundations e Professional organizations
e Civic organizations e Private investment

e Government agencies

16



Organizational Sustainability

Sustainability is not just about money. Sustainability is everything the Industry Partnership will need in
order to achieve its goals including coordination and facilitation, space, time, technology and training.
Addressing a number of critical areas, including organizational alignment and structure, governance,
process and procedures, etc can develop organizational sustainability. Specific examples Industry
Partnerships may undertake include:

Define the goals, strategies or activities that need to continue in the short term (next 6 — 12
months) as well as the next five years? When defining what needs to be sustained, think
beyond current Industry trends.

Align the Industry Partnership with appropriate institutions for short and long-term structure
and opportunities (ex. Local Workforce Investment Board, PA CareerLink, Trade associations,
labor-management councils, non-profits, etc)

Establish a governance structure that enables the Partnership to be industry-driven and action-
oriented. (Steering Committee, sub-committees based on geography, interest areas, etc.)

Develop process and procedures that allows stakeholders to clearly understand the roles and
responsibilities, decision-making procedures, Partnership priorities and strategies, etc.
(Memoranda of Understanding, contracts, strategic plan {including mission, vision & goals},
assessment and evaluation, clearly defined roles and responsibilities for employers, Workforce
Investment Board, IP Managers, education, PA Careerlink, etc.)

Many Industry Partnerships have formal sustainability plans. Many of these are summarized as best
practices and have been provided in the appendix for your use.

17



Quick Tips: Guidelines for Implementation & Sustainability

Do This Don’t Do This

e Work as a team to develop implementation plan o Have Industry Partnership staff develop and distribute
for each goal implementation plans

o lIdentify natural and strategic areas where Industry e Scatter program activities haphazardly around the
Partnerships can implement programs and region
activities

e Have stakeholders review & modify the Go for expediency - create detailed implementation
implementation plan before conducting the plans without consulting stakeholders.
intervention.

e Monitor and record the way the program/activities e Assume that plans are always implemented the way

are implemented in the region they are described in “the plan”
e Prepare a sustainability plan that incorporates e Assume that the resources will always be available to
both financial and organizational components continue your work

e Review differences between the implementation e Assume that no further action is needed once the
plan and the way it is actually delivered. Identify program has been implemented and documented
and implement changes to improve program
delivery

18



EVALUATION AND BUSINESS IMPACT

Evaluation Basics

Evaluation is a formal process for collecting, analyzing, and interpreting information about the
effectiveness of your Industry Partnership and your training programs. It is a tool used to assess the
way a program is put into effect. Evaluation measures the outcomes of the program, its efficiency and
impact over time.

Why Evaluate?

Evaluations are conducted for four main reasons:

e To improve the program or some e To demonstrate the effective use
aspect of the program of resources
e To measure the program’s e To demonstrate accountability

effectiveness

Developing an Evaluation Plan

The first step in developing an evaluation plan is to clarify the purpose of the evaluation. The purpose
will guide the development of a systematic plan, stating exactly what is to be evaluated.

The evaluation plan involves:
e Choosing the evaluation type and design
e Writing clear objectives to focus the evaluation
e Creating a timeline of tasks and resources to be used in the evaluation
e Collecting and interpreting data to determine whether the objectives have been met
e Reporting the results
Evaluation Types

There are three types of evaluation. Formative evaluation is used to test program plans, messages,
materials and strategies during the development of the program and while the program is being
implemented. Process evaluation occurs while the program is being implemented to determine if it is
being delivered as planned. Outcome evaluation occurs after the program is completed and looks at
the end results, or the outcomes of the program.

Formative evaluation is conducted during the development of the program to ensure that program
materials, strategies, and activities are of the highest possible quality. Formative evaluation ensures
that materials, strategies, and activities are feasible, appropriate, meaningful, acceptable and
culturally appropriate for the program and its priority population. This type of evaluation should be
used during development of a new program. Formative evaluation can also be used when an existing
program is being adapted for use with a different priority population or in a new location or setting.

19



Typical Questions Answered by a Formative Evaluation

e Are the proposed activities e How much publicity is needed?

industry demanded?
e Are sufficient resources to carry

e Are the proposed plans and out the program available?

strategies likely to succeed?
e Are the program hours and

e When is the best time to conduct location acceptable?
the program?

Process evaluation, also called implementation evaluation, is a special type of formative evaluation.
The purpose of process evaluation is to learn whether the program is being delivered as planned, for
example, whether the number of people served is more or less than expected, whether the people
served are members of the priority occupation, and whether the program is being delivered according
to the intended plan or protocol. Process evaluation provides information about implementation to
managers of the program, who can take action to assure program quality, and to stakeholders about
the level and quality of program activity.

Typical Questions Answered by a Process Evaluation
e Was each program activity completed as planned?
e Was the staff qualified to conduct the program?
e To how many people/workplaces/organizations was each activity delivered?
e How many program announcements/materials were distributed?
e What were participants’, workplaces’ or organizations’ perceptions of each program?
e What were the employers’ perceptions of each program?
e What were the strengths of the way the program was implemented?
e What were the difficulties, barriers or challenges to implementation?
e Were all the resources needed for project activities available?
e What was the nature of the interaction between those conducting the training and participants?

Outcome evaluation (also called summative evaluation) assesses changes in individuals,
organizations, or industries as a result of the Industry Partnership. In outcome evaluation, changes to
the following outcomes are typically examined: attitudes, behaviors, knowledge, or skills. Such
outcomes have been divided into short-term, intermediate and long-term outcomes, depending on
when they occur relative to the program. Outcome evaluations are important for making major
decisions about program continuation and future funding because they indicate whether the program
is making a difference. A baseline measure of the outcome of interest is taken before the program has
begun and compared to measures at follow-up. Follow-up could be immediately after the program or
at a later time.
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Typical Questions Answered by an Outcome Evaluation

e Was there a change in participants’ e Did employers report a significant
knowledge or skills? increase in productivity?

e Did the intervention impact e Has the Industry Partnership
wages? contributed to high demand

occupations?

Data Collection

Data collection is a central component of assessing the program’s effectiveness and making decisions
about the program’s future. Data collection occurs after the goal of the program and the central
questions have been identified.

Determine the Best Method for Collecting Data

After selecting the data sources or individuals to participate in the data collection, choose the data
collection methods that will be the most appropriate for achieving the evaluation objectives. When
collecting data, there will be many more decisions to make. The first of these is whether to use
qualitative methods, quantitative methods, or both.

Qualitative methods are open-ended and allow the evaluator unlimited scope for probing the
feelings, beliefs, and impressions of the people participating in the evaluation. They also allow the
evaluator to judge the intensity of people’s preference for one item or another. Such methods include
individual interviews, observations, roundtable discussions, and focus groups.

Quantitative methods are ways of gathering objective data that can be expressed in numbers, for
example, a count of people or the percentage of skill advancement. The results produced by
quantitative methods can be used to draw conclusions about the priority population. Such methods
include surveys/questionnaires administered directly to respondents’ in-person, through the mail,
web, e-mail, or through telephone.

Select Data Collection Instruments

Whether you decide to use an existing instrument or to develop your own, the instrument you use
should:

e Include questions that can be used to measure the concepts addressed or affected by the
training

e Be appropriate for your participants in terms of age or developmental level, language, and ease
of use

e Be written in simple and easy-to-understand language

e Be relevant to the participants’ experience
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Establish Procedures for Collecting Data

To ensure that information will be collected in a consistent and systematic manner, a set of
procedures for data collection should be established. Data collectors should be trained in using these
procedures.

Data Interpretation

Once the data is collected, it must be analyzed and interpreted. In some cases data analysis and
interpretation can be the most time-consuming tasks of the evaluation.

Data Analysis Steps

e Step 1: Getting to know the data requires a thorough review of all the pieces of data to become
familiar with what you have at your disposal. For qualitative data, getting to know the data
requires that you read and re-read responses play and re-play audio and video recordings of
user responses, take notes about your thoughts and impressions, decipher which responses
add value and which do not. For quantitative data it means running counts or frequencies, for
each response, evaluating where missing responses occur, noting categories where small
numbers are present and considering data issues such as rounding off, or use of percentages.

e Step 2: Preparing and focusing the data is the process of sifting through all data and putting it
into an organized format. An important part of preparing the data is eliminating inappropriate
or meaningless information, such as when a respondent chooses more than one option for an
item on a survey (e.g., “strongly agree” and “agree”).

e Step 3: Analyzing the data includes a careful review of the responses to accurately interpret their
meaning. Analysis is conducted differently for qualitative and quantitative data results.

To analyze qualitative data, have several people read the transcripts, field notes, or documents
to get an overall sense of the data. Note the common themes that arise related to each
evaluation question, and note whether any important themes arise that are not related to the
evaluation questions. Finally, reread the material, looking for details and patterns related to
each common theme. Begin by asking questions such as:

e What patterns and common themes emerge in responses to specific questions or items?

e How do these patterns (or lack thereof) help to illuminate the broader evaluation
question(s)?

e Are there any deviations from these patterns? If yes, are there any factors that might
explain these atypical responses?

e Do any of these patterns or findings suggest that additional data may need to be
collected?

e Do any of the evaluation questions need to be revised?
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For quantitative data, begin by describing the responding persons or organizations. In addition
to giving the total number of survey respondents, also give the total number of respondents for
each question asked. This is important, especially if some people didn’t answer some questions
so that the numbers differ from question to question. Consider reporting the range for each
descriptive item, for example, the youngest participant was “18 years old” and the oldest was
“67 years old.” For questions answered on continuous scales (for example, 1=strongly agree;
5=strongly disagree) report the mean or average for each scale.

o Step 4: Interpreting the data involves revisiting the original evaluation questions. Once the data
have been organized and carefully analyzed, it is time to draw conclusions. To determine if the
evaluation questions about your program have been answered, the evaluator will need to:

= Put the information in perspective by comparing the results with:
=  What was expected
= The original goals of the program/training

0 Consider how the results can be formulated into recommendations to help improve
the program, product or service

0 Draft some conclusions about program operations, or whether program goals were
met, and use the evaluation data to support them

0 Record conclusions and recommendations in a report, and use the evaluation data
to justify these conclusions or recommendations

e Step 5: Selecting a data presentation format requires that findings be presented in a way that
will clearly communicate the results. Presentation formats for qualitative and quantitative data
will be different. Qualitative data are presented using sample quotes. Quantitative data can be
presented using charts, graphs, and tables. Be sure each of the following has been
accomplished before analysis is complete:

e Describe the sample that actually participated in the evaluation

e List limitations of the data collected

e Share the preliminary results with each of the stakeholders

e Identify the most valid findings

e Identify the most important findings for answering each evaluation question

e  Make sure each evaluation question was answered, and that the evaluation objective was
met

e Choose the best method of presentation for each finding

e Discuss the “why” behind each of the findings with the stakeholders

e  Gather suggestions for “next steps” and other recommendations
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Reporting the Results

Consider the audience when preparing the report. Generally there are two audiences with whom to
share results: the internal audience and the external audience. The internal audience includes
members of the Industry Partnership, program managers/coordinators, training venders, and other
stakeholders. The external audience includes the PA General Assembly, Pennsylvania Workforce
Investment Board and the Department of Labor and Industry. The timing, purpose, and format of the
report will vary by the given target audience.

To help clarify the goal and objectives of the report, ask the following questions:

° Who is the audience? What are its needs and interests?

° What does the Industry Partnerships hope to get back from the audience?

Why Share Evaluation Findings with Different Groups?

Audience Type Reasons for Sharing Report Findings

Internal Audience

Guide decisions about program modifications

| P hip M
ndustry Partnership Members and future needs

Influence regional workforce development

Local Workforce Investment Board -
policies and plans

Tesfirfie s Collect input on the effectiveness of training

programs
Industry Partnership Managers/Coordinators Provide feedback on the job they are doing
Future Industry Partnership Members Demonstrate the value of the program

External Audience

Overall Accountability to the Taxpayers
PA General Assembly
Affect future funding

Create a “name” for your initiative to make it

competitive for seeking additional resources
Pennsylvania Workforce Investment Board

Attract funding and in-kind resources from

multiple sources

Enable other Industry Partnerships to utilize

Other Industry Partnerships
ustry P existing sources and share best practices
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INDUSTRY ANALYSIS

NEEDS ASSESSMENT

Example Industry Analysis/Needs Assessment

Name

Job Title Organization

Organization Address

City State Zip Code

Phone Number Email Address

What is the primary type of facility or organization that you represent? (Please check one)

[] Acute Care Hospital [ ] Long Term Care

|:| Behavioral / Mental Health Facility |:| Home Health Agency

[ ] Rehabilitation Facility [ ] Sub Acute Care

[] out Patient [ ] supplemental Staffing Agency

[_] other (Please Specify)

Clinical Skills
What are the priority unmet clinical skill needs in your organization? (Rank your top 5)
[J Advanced Physical Assessment [J Pain and Symptom Management
[J Care of the Older Adult [ Palliative Care
[J Emergency Preparedness [J Pharmacological Update
[J Ergonomics [J Phlebotomy
(1 Fall Prevention (1 Skin/Would Care
[J  Fluid Electrolyte Balance [ Spanish for the Healthcare Provider
[J Infection Control [0 Specialized Nurse Aide Training
[0 Medical Terminology [J Other (Please Specify)

What are barriers / challenges to educating the healthcare workforce in these clinical abilities? (Choose all 