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Presentation Summary

The presentation will include:

1) Introductions & Learning Objectives

2) Summary of ASAS and STP work 2023-2025 

3) Interactive activity to help participants learn how to 
implement an outcomes-to-action project

*Please feel free to ask questions throughout the presentation.



Introductions

• Who are we?

• Who is in the audience?

• Are you: Administration? Program staff? Evaluation staff? 

• Do you drive systems change efforts?



Learning Objectives

• Participants will…

• Identify the connection between strong processes and 
achieving program outcomes

• Evaluate capacity and possibilities within their 
organizations to undertake a similar process or 
communicate the impact of the process if already 
existing



ASAS & STP Work
2023-2025



Summary of Work

• Year 1: Traditional Process and Outcomes Evaluation

• Year 2: Continuous Quality Improvement Project

• Year 3: Improvement Sustainability Project (In Progress)

• Year 4: Updated Evaluation (2026)



Initial Intention

The why: 

• Is the program sustainable?

• Is the program replicable and scale-able?

• Does the program have clear, measurable process and 
outcome goals? (goals vs indicators) 

• Is the program using data to inform decisions?

Rationale for Initial Project: Do our outcomes accurately 
reflect our activities?



Why Process Matters

While the desired outcome is important, the process itself, 
with its inherent steps and choices, shapes the eventual 
result.

Here’s why process matters to outcomes:
• Consistency and repeatability
• Control and flexibility
• Learning and improvement
• Resource efficiency
• Motivation and engagement
• Ethical considerations



Initial Project: Process Evaluation

Process Evaluation Questions

• To what extent is the ASAS North Texas program being 
implemented as design?

• How has the COVID pandemic influenced program 
implementation?



Initial Project: Outcomes Evaluation

Outcome Evaluation Questions

• Did ASAS achieve their desired student outcomes 
according to the standard indicators?

• How do All-Star students compare to Dallas ISD 
students when looking at attendance, discipline, and 
performance?



Initial Project: Recommendations

• Finalize program outcomes

• Set program quality standards

• Determine non-negotiable program aspects

• Incorporate CQI work into school year staff training

• Improve communication and increase accountability



Bringing Everyone to the Table

• Focus groups, surveys, and other input from staff and 
kids (clients) power discussions

• Layering management staff expertise through 
explanation, details, and examples brings activities into 
focus

• Once staff sees how the dots are connected and the 
work is not just handed down, buy in begins 



Year 1: CQI Project
• Recommendation: Finalize program outcomes

• Step 1: Outcomes to Action Table 
• Link expected outcomes back to specific 

interventions 
• Discuss why each intervention logically leads to the 

intended outcome
• Update program Theory of Change
• Contribute to development of new student pre-post 

survey at national level



Year 1: CQI Project



Year 1: CQI Project



Year 1: CQI Project



Year 1: CQI Project

• Recommendation: Set program quality standards

• Step 2: Defining Quality 

• For each intervention, identify the standards and best 
practices needed to support the connection between 
activity and expected outcome

• That is, how do we need to do the work to ensure 
that students change in the ways we expect?



Year 1: CQI Project



Year 1: CQI Project

• Recommendation: Determine non-negotiable program 
aspects

• Step 3: Program Non-Negotiables 
• Identify which aspects of the program are non-negotiable 

• What should be the same regardless of staff, student, or 
site?



Year 1: CQI Project



Year 1: CQI Project

• Recommendations: 
• Incorporate CQI work into school year staff training

• Improve communication and increase accountability

• Step 4: Assumptions and Supporting Mechanisms 
• For each intervention, identify the assumptions that could 

support or hinder staff in the daily implementation of 
program activities 

• Identify what leadership can do to support practice that 
aligns with standards and best practices



Year 1: CQI Project



Program Staff are Bought In

• The process created is from their work and their words

• Program managers used the year to develop 
connection to evaluation and the process

• Connection to direct service staff and kids is clearly at 
the forefront

• The theoretical work begins to show change in the 
daily tasks within their roles



Year 2: 
Improvement Sustainability
Goal: Create a plan to 
ensure that changes 
are stable over time 
with a focus on staff 
onboarding and 
training, continuous 
professional 
development, and 
accountability



Program Staff Take Ownership

• After two years of collaborative design, program management 
staff are now comfortable in making suggestions, driving the 
conversations, and reporting back transparently

• The work is now seen as “theirs” and a vital piece to continuous 
quality improvement work

• Language used in the evaluation meetings becomes 
commonplace and is comfortably introduced into program 
meetings and culture by program staff leaders



Year 3: Updated Evaluation

• Goal: 

• Reevaluate the program to look for changes in 
program process and outcome findings from initial 
year. 

• Gather feedback on staff experiences with program 
changes. 

• Look for opportunities to support continued alignment 
between leadership and field staff



Transition to Continuous Quality 
Improvement

• Simply stated – the updated evaluation is now seen as a tool for 
improvement versus a rating or performance review



Activity
Exploring “outcomes-to-action” work as it 
would apply to your organization or program
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Q&A
What questions do you have for us?



The End

Thank you so much for your time!




