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Executive Summary

Better Basics provides literacy intervention and enrichment programs for students in the
Birmingham Metropolitan area. Founded over 25 years ago, the organization has grown to
support over 20,000 students annually. This quality improvement project examined the data
collection process at Better Basics to determine how to design interventions to support the
organization’s mission and vision. The theoretical framework for this study, the Quality
Implementation Framework (QIF), helped to inform essential understandings of Better Basics
process for collecting data and provided the background for the interview protocol and
research questions. The research questions addressed are:

1. What is the purpose of data collection at Better Basics and how does data collection
relate to the organization’s mission?

2. What are the different roles and processes for data collection in the organization?

3. How does the organization assess the data collection process and make adjustments
when necessary?

After conducting a review of the organization’s website and program descriptions and
conducting interviews with Better Basics staff, four distinct findings emerged:

Finding 1: Better Basics Employees connect their roles in the data collection process to
the organization’s mission, vision, and success.

Finding 2: Participant's understanding of the entire data collection process varies based
on their role in the organization.

Finding 3: Better Basics assesses and adjusts its data collection process based on
program and staff needs.

Finding 4: Participants identified financial capacity as a barrier to the organization’s
ability to make adjustments to the data collection process.

Based on the findings, three recommendations were presented to Better Basics:

Recommendation 1: Create and share an organizational data collection logic model that
includes the role of all stakeholders in the data collection process.

Recommendation 2: Develop a Training Repository for Program Staff

Recommendation 3: Expand the organization’s volunteer and/or service-learning
network to assist with data entry and compilation.

The findings and connected recommendations are aligned with the Quality Implementation
Framework and indicate the importance of continuous evaluation of the data collections
process at Better Basics. Continued evaluation of the process, aligned with a research-based
framework, can support the organization’s continual success.



Introduction

Better Basics is a 501¢3 non-profit organization in Birmingham, AL with a mission to make a
positive difference in the lives of children and their families by advancing reading and
mathematical literacy through enrichment and intervention programs. The organization
provides several reading and math intervention and enrichment programs throughout Central
Alabama. During the 2018-2019 school year, the organization served over 23,000 students and
36 central Alabama schools while also donating over 47,000 books to students, families, and
schools in need. Better Basics offers many different programs to its stakeholders and relies on a
volunteer force of over 1000 people to successfully implement its programs.

Much like other organizations, Better Basics collects data from various levels of stakeholders to
gain more knowledge about the impact of its program. The organization has several
stakeholders, including over 900 volunteers, 14 staff members, 20 board members, and 23,000
students and families served. With a small staff serving a large population, Better Basics has the
challenge of figuring out the best way to collect and disseminate data, which is important
because the data collected helps the organization track its success. The organization wants to
examine the implementation of its current data collection system. They want to better use their
data to share the organization’s story and impact with all stakeholders. This quality
improvement project uses a theoretical framework to analyze Better Basics data collection
process, discover findings, and provide recommendations for improvement.



Organizational Context

Better Basics was founded over 25 years ago by John Glasser. Mr. Glasser believed that poverty
and literacy were directly correlated. Today, the organization’s focus is providing literacy
interventions, tutoring, and enrichment programs to students across Central Alabama with a
mission to “empower our community’s youth, helping children learn to read, comprehend,
retain, and ultimately learn.” The works towards its mission by providing 10 distinct programs:

e 30 A Day - 30 A Day provides both individual and small group reading services during the
summer months at community partner sites.

e Academic Tutoring - The Academic Tutoring program provides one-on-one tutoring to
students in a variety of reading and language arts foundations related to literacy.

e Dolly Parton’s Imagination Library - Dolly Parton’s Imagination Library delivers
free books to preschool-aged children in low-income neighborhoods to promote
early childhood literacy.

e Hope 21st Century Community Learning Centers - Hope 21st Century Community
Learning Centers provide educational and enriching afterschool experiences for
children in three Fairfield elementary schools and Fairfield High School.

e Mathematics Intervention - Certified teachers deliver quality, small-group math
instruction to students in second and third grade who function below grade level.

e Reading Intervention and Reading Mentors - Our state-certified Reading
Intervention teachers deliver small-group, reading instruction to students
functioning below grade level.

e Summer Brain Gain - Children from partner sites receive direct reading and
mathematics instruction from certified teachers who deliver an interdisciplinary
curriculum, which incorporates STEAM (Science, Technology, Engineering, and
Mathematics) lessons.

e Book Nook - Better Basics places and dedicates Book Nooks in economically
challenged areas of the metro-Birmingham area to serve communities with access
to free books and encourage reading.

e Community-Wide Read-Alouds - Community-Wide Read-Alouds are synchronized
reading events that elevate the importance of reading with children.

e Habitat for Humanity - Better Basics partners with Habitat for Humanity to
provide books in houses completed by Habitat for Humanity which children will
occupy.

Like all 501c3 organizations, the organization is led by its board of directors, which is
comprised of a group of 20 individuals diverse in race, employment, and skillsets. The
board is responsible for ensuring the success of the organization via oversight, fiscal
management, and philanthropic support. In addition to the board of directors, the Better
Basics also has a junior board, which is a group of young professionals who support the
organization’s mission by raising awareness and funding to support programming.



To meet its mission and implement this wide array of programs, Better Basics relies on a staff of
fourteen employees, including the executive director, three directors, and nine coordinators,
and one financial manager. The three directors are each responsible for overseeing one of the
following areas: development and communications, programs, and HOPE 21t Century
Community Learning Centers. The coordinators are split into two groups, programming, and
operations. The 7 coordinators on the programming team are responsible for overseeing the
organization’s programs, while the two operations coordinators oversee the office and grants
process for Better Basics. While the staff works to organize, implement, and assess
programming, a critical part of the organization’s model is the reliance on volunteers for
program implementation. During the 2020-2021 school year, over 900 volunteers committed
their time to support the organization’s mission.

The staff works with a variety of stakeholders to implement programming, including but not
limited to students, families, schools and school systems, housing authorities, and funders.
With such a diverse group of stakeholders, it is imperative that the data the organization
collects is relevant to the organization’s mission, accurately details progress, and can be
compiled, disaggregated, and presented to several different audiences. This project will provide
Better Basics with a framework to implement a comprehensive data collection process that
positions the organization to communicate its progress to all stakeholders (Better Basics, 2021).



Area of Inquiry

This project aims to better understand how Better Basics collects, disaggregates, and reacts to
data as an organization. Specifically, we look to ascertain the roles, responsibilities, and
processes of the implementation of the entire data collection process. Nonprofit effectiveness
is dependent on an organization’s ability to execute its mission with a combination of
management, governance, and a consistent focus on achieving its desired results. For an
organization to achieve its desired results, there has to be a clear understanding of how to
effectively measure those results. For this reason, data collection and analysis are integral to a
nonprofit’s success (Connoly & York, 2002).

Better Basics collects several different types of data, including demographics, academic
achievement, and program participation data. The organization also collects data on its large
volunteer workforce. All of these data points are used to tell the organization’s success story
and report progress to various stakeholder groups, including schools, partner organizations,
and funders. The chart below outlines the types of data the organization collects and where
results are reported to.

Types of Data Collected Where are Results Reported

In the last two years, the data collection process at Better Basics has evolved. Before 2019, the
organization collected most of its data by hand on paper forms, which would be turned into the
Administrative and Development Coordinator for compilation. After the data was aggregated it
would then be transferred to various forms, some of which were digital, for reporting to
partner organizations, such as the United Way or 215t Century. This process has now been
modified, and Better Basics uses Google Sheets to collect data. Teachers and program staff
members enter the data relevant to their program on individual Google Sheets, For the next
step in the process, the Administrative and Development Coordinator compiles the information
into a single spreadsheet. The data from this spreadsheet is then used to report to the
organization’s partners.

Better Basics trains all of its teachers and staff on the data collection process. When the
organization first transitioned to digital data collection, in-person training sessions were held to
teach teachers how to use Google Sheets. The in-person training sessions allowed the
administrative staff to provide hands-on training to teachers and assist them with any
challenges that came up. Due to the limitations caused by the COVID-19 pandemic, the



organization has shifted to online training via Zoom. Additionally, Better Basics was gifted
Chromebooks and computers for teacher use.

The pandemic has shifted the way students learn. According to the US Census Bureau, almost
93% of students nationwide reported they were learning virtually (U.S. Census Bureau, 2020).
For Better Basics to continue to serve students in this ever-changing society, it is imperative
that the systems and processes they use to evaluate student and program success, including
the data collection and reporting systems, are efficient, effective, and up-to-date. If not, Better
Basics faces the risk of falling behind or being replaced by other programs.

Research clearly shows that the quality of implementation has a huge impact on program
outcomes. The implementation science field has been growing over the past few decades, and
researchers are working to more clearly define what implementation science is and how it
impacts program outcomes (Douglas, Cambel, & Hinckley, 2015; Olswang & Prelock, 2015). An
implementation consists of the processes and activities that an organization puts in place to
achieve the desired outcome. Implementation science researchers examine the various types of
activities and the conditions that impact program implementation. For example,
implementation scientists may examine organizational structure before, during, and after an
intervention to determine how structure accelerates or hinders the intervention’s progress
(Douglas, Cambel, & Hinckley, 2015; Fixsen, Naoon, Blase, Friedman, & Wallace, 2005).
Researchers have worked to determine what types of interventions work under certain
conditions and examined which techniques are best to engage stakeholders while developing
an intervention (Cabassa, 2016).

For an organization to change any of its current practices, the organization must first take a
deep look at the current system in place. The organization must also establish a sense of
urgency that helps stakeholders understand why change is necessary. Once urgency is
established the team must be built to create the vision for change, communicate that vision,
and put the structures in place to see that vision come to fruition (Meyers, Durlak, &
Wandersman, 2012).



Literature Review

To better understand the organization’s problem of practice, | researched three key areas
relevant to Better Basics’ problem of practice: implementation science, nonprofit organizational
effectiveness, and effective data collection. Implementation science and effective data
collection were used for their relevance to the processes and procedures the organization uses
to collect data, and research on non-profit management provides a lens into how nonprofit
organizations are organized, structured, and operated. The research in these areas provided
background and context to support the project recommendations found later in this paper.

Implementation Science

Implementation science is the study of factors that attribute to the success or failure of a
program, process, or organization. Most popular for its use in the medical field, implementation
science has also been used in social science fields, such as education and social work (Cabassa,
2016) (Olswang & Prelock, 2015). The main purpose of implementation science is to develop a
connection between research and practice. Specifically, the field looks at what we already know
from research and compares it to what we do in the field, categorizing events, strategies, and
structures that have an impact on effectiveness (Durlak & DuPre, 2008).

Prior implementation science researcher specific to nonprofit organizations is limited. However,
there is a body of research related to change management processes in the nonprofit
organization. Similar to implementation science, change management research breaks the
process of change into a sequence of steps that outline what the organization must do for
successful change (Rosenbaum, More, & Steane, 2017) (Douglas, Cambel, & Hinckley, 2015)
(Metz & Easterling, 2016).

Qualitative in nature, the literature reviewed for this paper categorizes and summarizes the
experiences of human service fields, such as social work, medicine, and education. Each of
these fields is designed to provide a necessary service to a population. Better Basics’
organizational philosophy explicitly connects the effects of illiteracy on poverty (Better Basics,
2021). Given the nature of the organization’s work, the implementation science literature
provides relevancy to Better Basics by providing clear structures to examine the organization's
strategies and structures. Specifically, from the review of the implementation science literature
emerged the framework used to assess the data collection process at Better Basics. The Quality
Implementation Framework (QIF) was developed in 2012 as a synthesis of 25 implementation
frameworks, many of which were used in educational and social service fields. A 4 stage
framework with 39 probing questions, the QIF is used to assess the condition of a program or
organization (Meyers, Durlak, & Wandersman, 2012), and the framework’s background in
educational and social service organizations aligns with the organizational structure, mission,
and vision of Better Basics.

Nonprofit Organizational Effectiveness

The literature on nonprofit organizational effectiveness is vast and inconclusive. Researchers
have developed several models to measure organizational effectiveness, including models that



measure the impact of board effectiveness, financial stability, and programmatic impact (Balser
& McClusky, 2005) (Liket & Maas, 2013). Other models have looked at organization capacity,
which are the inputs, and results, which are the outputs, to determine whether a nonprofit
organization is effective. Many nonprofit organizations create their structure to determine their
effectiveness by setting internal goals and tracking progress towards them (Sowa, Coleman
Selden, & Sandford, 204). In many cases, the determination of organizational effectiveness is
based upon either self-reporting, via the organization, its governing board, or public perception,
which is heavily dependent on the organizational structure, the community they serve, and the
organization’s ability to positively market its work (Herman & Renz, 2004).

The literature also includes several studies that have been used to create frameworks for
nonprofit organizational effectiveness. Liket and Maas (2013) synthesized over 30 years of both
empirical and conceptual indicators of organizational effectiveness. After a literature review of
over 52 peer-reviewed articles, the researchers used a multi-step method, including conducting
expert groups, a three-step test interview, and an analysis results pilot, to create a list of 26
determinants that can be predictive of nonprofit organizational effectiveness. Originally tested
with 83 health-related nonprofit organizations, Liket and Mass’ set of determinants focuses on
three pillars of non-profit management, transparency, organization, and program, and within
these three pillars, some themes and criteria can be used to measure organizational
effectiveness. Although the researchers focused on health-related nonprofits, the pillars,
themes, and criteria ascertained can be transferred to an education-focused nonprofit, such as
Better Basics. For instance, the final set of determinants lists the availability of a strategic plan,
the creation of SMART GOALS, and evidence-based activity design as criteria of a successful
nonprofit. These criteria can be adapted to any nonprofit organization (Liket & Maas, 2013).

Given the vastness of models and frameworks for nonprofit organizational effectiveness, it was
imperative to research models that can be used across contexts. As a direct service provider
who uses teachers and volunteers, Better Basics has created an operational model that calls for
theories and practices that are both aligned to education and service organizations. The
literature described is transferable to the interventions recommended later in this paper.
Additionally, the research described provides communication standards applicable to various
organization stakeholders, including staff, partners, funders, and volunteers, which are integral
to nonprofit organizational success (Studer & von Schnurbein, 2013) (Lecy, Schmitz, &
Swedlund, June 2012).

Data Collection

Data collection, governance, and analysis are key components to organizational success
regardless of field. Nonprofit organizations, including Better Basics, are increasingly interacting
with governmental agencies, including municipalities, federal organizations, and schools. Given
the sometimes stringent reporting standards of these partnerships, nonprofit organizations
must engage in data collection practices that are transparent and consistent while
communicating progress (Lecy, Schmitz, & Swedlund, June 2012) (Wagner, March 2013).



Over time the data collection process has changed for many organizations. Initially done with
paper and pencil and analyzed by creating handmade documents and tables, data collection in
some organizations has transformed into a digital process (Willcox, Gallagher, Boden-Albala, &
Bakken, 2012) (Couper, 2011). Included in this process are metrics and safeguards to ensure
organizations are gathering data from various stakeholder groups, including those that have not
traditionally been included in the process. Because of the limited access to appropriate
technology or training, organizations must use various modes of data collection to ensure the
data collected is representative of all stakeholder groups (Delgado & Estrada, 1993).

Even with the influx of technology in society, the data collection process for nonprofit
organizations that work with governmental agencies has specific challenges. At the forefront of
these challenges is the ability of governmental agencies to share data with nonprofit partners.
Even with appropriate and legal memorandums of understanding, some governmental agencies
struggle with sharing data with nonprofits, and nonprofits sometimes have trouble determining
the impact of their services (Balser & McClusky, 2005) (Lecy, Schmitz, & Swedlund, June 2012).
For instance, it is difficult for an organization that provides direct academic services for
students, such as Better Basics, to determine whether their services had a positive or negative
effect on student achievement when most of the teaching and learning occurs during the
traditional school day.

Much of the available data collection literature reviewed was focused on the processes,
procedures, and analysis of data in the educational and medical fields. Research in the medical
field has been used to improve clinical research, program effectiveness, and data collections
practices while education research has been used to attempt to determine the best ways for
teachers, school leaders, and administrative personnel to use data to improve school climate,
culture, and student achievement. In both fields, much attention a major focus has been to use
data to identify and rectify discrepancies between subgroups, including discrepancies in
performance and care for different races, ethnicities, and classes. (Willcox, Gallagher, Boden-
Albala, & Bakken, 2012) (Moss, February 2012).

The literature on data collection directly relates to this study's problem of practice by practices,
procedures, and challenges that may be similar to Better Basics’ experiences. Specifically, the
research on data sharing, technology implementation, and using data to improve teaching and
learning correlate with the organization’s structures, processes, and programming. More
importantly, they provide a foundation for the recommended interventions later in the section.

Putting it All Together: The literature Review’s Connection to the Conceptual Framework

The literature on implementation science, nonprofit organizational effectiveness, and data
collection connects directly with the work that Better Basics is doing to serve students, families,
schools, and communities. For this project, we needed to identify a conceptual framework that
had the flexibility to address all three of these ideas within the organization’s context while
providing clear structures for the recommended interventions. During our review of
implementation science, we reviewed the Quality Implementation Framework (QIF), which is
transferrable to multiple fields and sciences. More importantly, the framework provided



concepts, theories, and questions used to develop our research questions and interview
protocols. The graphic below illustrates the literature review’s connection with the conceptual
framework. Data collection at Better Basics is multistep processing involving several
stakeholders. In nonprofit management, it is not uncommon for stakeholders to be volunteers
or partners in the community. The QIF is a tool to measure the success of a process, program,
or program, and it was developed through a study of many frameworks that were used in
nonprofit settings. For this project, the framework will use implementation science to analyze a
process (data collection) at a nonprofit organization (Better Basics).
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Figure 1:Literature Review's Connection to Conceptual Framework



Conceptual Framework

The conceptual framework for this study is the Quality Implementation Framework (QIF), which
was derived from a study of 25 implementation frameworks. Many of the frameworks
examined were focused on community programs and/or children and adolescents. The Quality
Implementation Framework is a 14 step process that outlines what an organization has to do to
successfully implement a program or initiatives. The 14 steps have been broken into 4 phases to
assess the implementation of a program.

In Phase 1, Initial Considerations Regarding the Host Setting, the organization lays the
groundwork for implementation. This includes conducting a needs assessment to determine
what is needed and if stakeholders are ready for the implementation. The phase also includes
eliciting buy-in from stakeholders and building individual and organizational capacity. This
phase of the framework is designed to test the organization's readiness and connectedness to
the program. Many of the questions included in this section gauge stakeholders' understanding
of the program.

In Phase 2, Creating a Structure for Implementation, the organization ensuring the structures
are in place for effective implementation. During this phase, organizations must create teams
for implementation and develop a clear implementation plan. The second phase of the QIF
framework looks at how the program and stakeholders are organized to achieve the desired
results. It takes a deep dive into the roles, processes, and responsibilities of different
stakeholders.

Phase 3, Ongoing Structure Once Implementation Begins, requires the organization to provide
coaching for staff, evaluate the processes used during the implementation, and gather
feedback on progress. The third phase addresses the organization’s capacity to support
stakeholders while making the appropriate programmatic adjustments.

Phase 4, Improving Future Actions, is dedicated to learning from experience. At this time,
information on the implementation’s successes and challenges is gathered and adjustments are
made for future improvement.

Each of the four phases contains a list of strategies that can be used to improve program
implementation. For instance, if an organization wants to assess how they are doing in Phase |,
they could work to see if they have conducted the correct assessments before implementing
the intervention or if they had gained the right amount of support from stakeholders. In
addition to these strategies, the framework includes questions that an organization can ask
themselves to gauge the strength of their intervention. In Phase 4, an organization would want
to ascertain what lessons have been learned from the intervention or how they can share their
successes or failures with others (Meyers, Durlak, & Wandersman, 2012).

Meyers, Durlak, and Wandersman developed a list of 39 questions that can be used to assess a
program’s implementation quality. Each one of these questions is aligned to a specific part of
the framework. For instance, the third question in the framework is “What problems or
conditions will the innovation address (i.e., the need for the innovation)?’, which is aligned with



Phase 1: Initial Considerations Regarding Host Setting. During this phase, the organization must
elicit buy-in from stakeholders and determine the need for an intervention. In an organizational
review, this question would be asked to employees to see if they had a conceptual
understanding of the need of the process of the program being assessed.

The interview protocols, which are explained in the project design section of this paper,
consisted of selected questions derived from the QIF list of questions. For instance, the first
guestion of the QIF framework is, “why are we doing this?” Participant answers to this question
will help us answer the first research question, which attempts to define the purpose of data
collection at Better Basics. Each of the phases of the QIF framework contains questions that will
provide context to answer each one of the project's research questions.

The QIF framework provides an outline for how an organization is implementing its current data
collection system. The 14 steps of the framework provide us with an understanding of what
successful organizations do during process implementation. Specifically, we were able to learn
more about Better Basics’ data collection process, compare the organization’s actions to the 14
steps of the framework, and develop some potential interventions.
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Figure 2: Quality Implementation Framework



Research Questions

The purpose of this project was to use the four key components to assess Better Basics data
collection system and provide recommendations for a program intervention. The key research

questions are:

1. What is the purpose of data collection at Better Basics and how does data collection
relate to the organization’s mission?

2. What are the different roles and processes for data collection in the organization?

3. How does the organization assess the data collection process and make adjustments

when necessary?

Each of the three research questions connects explicitly to one of the four phases of the Quality
Implementation Framework. The figure below outlines these connections:

Aligned Research
Question

What is the purpose of
data collection at Better
Basics and how does
data collection relate to
the organization’s
mission?

What are the different
roles and processes for
data collection in the
organization?

How does the
organization assess the
data collection process
and make adjustments
when necessary?

Phase

Phase 1: Initial
Considerations
Involving the Host
Setting

Phase 2: Creating
Structure for
Implementation

Phase 3: Ongoing
Structure Once
Implementation
Begins

Phase 4: Improving
Future Actions

Focus

Organizational
readiness and
connectedness to the
program

Structures, processes,
and roles of the
organization

Coaching, support, and
feedback related to the
program

Lessons learned and
future improvements
currently in place



Project Design
Collected Data

To better understand data efforts at Better Basics, we interviewed staff members. 7 of the
organization’s 13 full-time staff members participated in interviews, including members of the
executive, program, and operations teams. For anonymity’s sake given the organization’s small
size, responses from the interviews were kept confidential. Interviews were conducted via
Zoom and transcribed to grammatical errors caused by the platform's text-to-speech feature.
Participant interviews were conducted over two weeks with each interview lasting
approximately 30 minutes. The interview recordings and corresponding transcripts were saved
for future analysis.

| conducted a qualitative analysis of the transcript data. Using thematic analysis procedures, the
researcher reviewed the transcribed transcripts multiple times. Each review of the transcript
served a distinct purpose. The first review was to ensure the researcher developed a clear
understanding of the participant's response. During the second review cycle, the researcher
developed codes for the responses, and during the third and final review, the codes were
reviewed to ensure appropriate classification and accuracy.

Participant Recruitment

After an initial meeting and approval from the host site’s Executive Director, participants were
recruited via email to participate in the study. The email was sent out to the organization’s
program, operational, and executive staff. Seven members of the organization’s staff
participated in the interview process.

Interview Protocol

The questions of the interview protocol were developed using the Quality Implementation
Framework, which is derived from a comprehensive study of 25 implementation frameworks,
many of which were community and/or educational. The researchers and creators of the
framework, Meyers, Durlak, and Wandersman, developed a list of 39 questions that can be
used to assess a program’s implementation quality (2012). From this list of 39 questions, 14
were adapted to create the interview protocol.

Research Question Alignment

Each research question had a minimum of 1 major question, which was followed by 4 to 5
follow-up questions. Before each interview, the purpose of the study was explained before
participants granted consent. The chart below illustrates the connection between each
research question, the Quality Implementation Framework, and the question’s purpose.



Research Question

1.What is the
purpose of data
collection at Better
Basics and how does
data collection relate
to the organization's
mission?

2.What are the
different roles and
processes for data
collection in the
organization?

3.How does the
organization
assess the data
collection process
and make
adjustments
when necessary?

Framework Focus

Organizational
Readiness,
Connectedness
and Needs

Structures,
Processes,
and Roles of
the
Organization

Coaching,
Support, and
Feedback

Lessons
Learned and
Capcity for
Future
Improvements

Research Purpose

Organizational
Assessment

Organizational
Structure

Organizational
——» Adaptedness
—— and Innovation

Figure 3: Research Questions, Framework, and Research Purpose



Findings

Research Question 1: What is the purpose of data collection at Better Basics and how does
data collection relate to the organization’s mission?

Finding 1: Better Basics Employees connect their roles in the data collection process to the
organization’s mission vision and success.

During the interview process, 6 of the 7 participants referred to the organization’s need to
assess student progress in their programs. As one program director said, “You need to have
data collection to you know if you're making a difference. So, you have to have something to
see where they start, and then you have something to see whether they improved and that is
the mission, moving children forward, you know, and helping them to be successful.” Other
staff members also echoed this same sentiment by connecting their roles in the data collection
process to the organization’s larger goals.

Participants in programmatic roles described the specific data collection processes of their
programs while also speaking to the organization’s need for accurate data reporting for
reporting purposes. One of the program directors described the process for collecting student
testing data. “Well, first off it means we are to test the children. That is part of our data that we
use. So, whenever a child is coming into a program or leaving, we are going to do a pretest and
posttest so we can show growth. But also, we collect data such as their demographics, you
know age and race.”

However, participants who directly compile and report results to external stakeholders
connected the organization’s data collection process to financial stability. “We collect data for
ten different programs so not all data is the same. We collect data to report to our funders,
grant organizations, school boards, our Executive Board, the United Way, stakeholders, the
Federal Government, the State Department of Education, volunteers, the community, and the
general public. We need the data to show growth or decline, attendance, completed in our
programs.”

In 56% of the frameworks used to create the Quality Implementation Framework, organizations
were required to have a collective understanding of why they were doing the work, including
the organization's priorities and values (Meyers, Durlak, & Wandersman, 2012). The collective
understanding and common theme emerging from interviews with Better Basics employees
was the need for data collection to assess, track, and report student and program growth.
Although employees had minor differences in how they explained the purpose of the data
collection process, growth was mentioned by 5 of the 7 participants. Participant understanding
of the data collection process aligns with the organization’s goal to “make a positive difference
in the lives of children and their families by advancing reading and mathematical literacy
through enrichment and intervention programs” (Better Basics, 2021).



Research Question 2: What are the different roles and processes for data collection in the

organization?

Finding 2: Participants’ understanding of the entire data collection process varies based on
their role in the organization.

Participant responses to questions about the roles and processes at Better Basics were
correlated with their position in the organization. Every one of the 3 administrative personnel
interviewed was able to articulate the data collection process from beginning to end. An
administrator described the data collection process in detail.

Each program coordinator, manager, grant writer, or director collects and inputs
data on her program. Our intervention teachers also input their demographics,
student attendance, and test scores into the spreadsheets. Data is collected from
school personnel, our intervention teachers, volunteers, after school personnel,
principals, other partners (The YMCA, summer camp locations). Data is collected
throughout the programs and stored in the respective files/folders for each
program on our Better Basics Data File on the Server. Data is reviewed (at
various benchmark periods) for accuracy, completeness, and what is needed to
be collected, adjusted, addressed, or corrected

- Better Basics Administrator
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The graphic above is a visual representation of the process as the administrator described it. 2
of the 3 participants working on the program implementation side of the organization
specifically described their programs when asked about the organization’s data collection
process. As one program director explains it, “I do all sorts of tests. (In reading,) they are
reading a list of words and get gradually harder and harder, so we are able to see where they
are. At the end of the program, once we are through with all of their lessons (hopefully, they
will get to 20) we will do a posttest. So, we have some sort of comparison.”

A critical component of the Quality Implementation Framework is an organization’s ability to
specify the roles, processes, and responsibilities of individual team members while identifying
who has organizational responsibility for the implementation (Meyers, Durlak, & Wandersman,
2012). The detailed description provided by the administrator clearly outlines the roles, and
processes of the data collection process at Better Basics and provides evidence of a



comprehensive process for the organization to collect, analyze, and disseminate data. However,
the programmatic employee’s explanation of the process was not as exhaustive and focused
primarily on what was happening within their program or department.

Research Question 3: How does the organization assess the data collection process and

make adjustments when necessary?

Finding 3: Better Basics assesses and adjusts its data collection systems based program and
staff support needs.

In 2019, Better Basics began its transition from paper data collection to a completely digital
version. At the time, the organization’s scale made the switch to a digital data collection system
necessary. The organization’s leadership also believed a more effective data collection system
would improve their ability to report results to stakeholders. The decision to switch was met
with some resistance at first. However, everyone has adjusted within the last year. An
administrator explains, “we begin using Google Sheets a couple of years ago. At first, some of
our folks, mainly the retired teachers, were hesitant to change because they are not as familiar
with the technology, but COVID changed all of that for everyone. Some folks still struggle, but
everyone is working on it now.”

Phase 4 of the Quality Implementation Frameworks focuses on the organization’s ability to
identify current challenges and learn from prior experiences. An organization’s ability to reflect
and learn from an intervention is an indicator of the success of future interventions (Meyers,
Durlak, & Wandersman, 2012). This phase of the implementation is about how the organization
learns from its experiences by specifically looking at the program that is in place, assessing its
components, and adjusting when needed. Better Basics examined its data collection process
and adjusted the system. As a result of the COVID-19 pandemic, the organization was forced to
make another adjustment by offering all its data collection training online, and in less than two
years, Better Basics had transitioned from a paper-based to digital data collection system.

Finding 4: Participants identified financial capacity as a barrier to the organization’s ability to
make adjustments to the data collection process.

Like many nonprofit organizations, Better Basics is reliant on grant funding to operate its
programs, and much of this funding has to reapply yearly. To receive funding, the organization
must have data that documents its results, and participants responded that additional funding
would allow the organization to develop a more comprehensive data collection system. During
the interview process, several participants, without prompting, identified financial capacity as a
barrier to the organization’s ability to implement a new data collection system. In administrator
explains the financial challenges of being a nonprofit organization, “we need to develop our



own (system). Right now, we are just doing it with (Google) sheet. | am sure some things are
better out there, but then again, you know it is back to we are nonprofit, and we cannot you
know purchase a $10,000 data collection platform. “ Another administrator explains it, saying,
“We need adequate funding, trained personnel, and time to implement changes.” The need for
funding was mentioned by all three of the administrators who participated in interviews, and
their ability to reflect and recognize barriers are integral pieces of the organization’s ability to
improve the data collection system.

A critical component of Phase 4 of the Quality Improvement process is for the organization to
reflect on the innovation and learn how to improve future interventions. During this reflection
phase, organizations must recognize barriers for success to design a successful intervention
(Meyers, Durlak, & Wandersman, 2012). As Better Basics employees thought about the
implementation of their current data system, they were able to identify financial capacity as an
area of growth for the organization.



Recommendations

Recommendation 1: Create and share a logic model that includes the role of all

stakeholders in the data collection process.

In Liket and Maas’ analysis of nonprofit organizational effectiveness, having a logic model with
assumptions, activities, and outcomes is a strong predictor of organizational success (2013). At
Better Basics, the logic model may also provide clarity on the roles, processes, and procedures
for collecting data while also connecting the details of the work to the organization’s mission
and vision. Finding 2 showed that participants had varying levels of the organization’s data
collection system based on their role. The logic model provides the organization with an
opportunity to ensure common language is being used when stakeholders talk about the data
collection process.

Logic models present visual images of how an initiative is supposed to work from beginning to
end. Grounded in the mission and vision of the organization and initiative, the logic model
should include the following: the purpose of initiative, inputs, resources, activities, outputs, and
effects, both long and short term. Commonly referred to as a theory of change, the logic model
becomes a living representation and road map for what success would look like for every
individual involved in the project (Kansas, 2021).
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Recommendation 2: Develop a Training Repository for Program Staff

Phase 3 of the Quality Implementation Framework reviews ongoing strategies for
implementation and support. A major component of the phase is the technical assistance,
coaching, and supervision. During this phase, organizations must assess their training and
assistance models while providing additional resources and support for those who need them
(Meyers, Durlak, & Wandersman, 2012).

At Better Basics, program directors and administrative staff provide training and ongoing
assistance for every employee who will be required to collect or maintain data. However, the
COVID 19 pandemic forced the organization to transition to online training for staff members
and has uniquely positioned the organization to shift its training method. Traditionally, when
teachers need additional assistance with data collection or input, the program staff provide
one-on-one assistance for them, and sometimes the program team corrects themselves.

By an online meeting platform, such as Zoom or Cisco WebEx, Better Basics can provide
training for employees at any time of the day. Not only does this provide nonstop access to the
training materials, but it also frees up time for program directors and managers to focus on
other aspects of their work while providing a safe space for employees who may be hesitant to
come forward and ask for help. The anticipated result would be for the administrative staff to
spend less time correcting data collection errors and more time using the data collected to
assess program effectiveness and communicate with stakeholders. Additionally, an online
repository provides a space for the organization to assess the changes in their training over
time.



Recommendation 3: Expand the organization’s volunteer and/or service-learning network

to assist with data entry and compilation.

It is estimated that approximately 80% of charitable organizations use volunteers to carry out
their missions. For volunteer contributions and management to work, organizations must
provide dedicated staff to train, supervise and support volunteers (The Urban Institute, 2004).
Better Basics is already deeply involved in the volunteer community. In 2020 alone, the
organization worked with over 900 volunteers to implement its 10 programs. The organization
may benefit by expanding or reallocating volunteers to the organization's data management
team. With administrative personnel and volunteer coordinators already in place, the
organization is primed to shift these efforts. One major challenge that may arise from using
volunteers in the data collection process is the possibility of sharing confidential information.
To alleviate this concern, Better Basics could train and certify volunteers on confidentiality. This
is a common practice of other nonprofits, such as Big Brother, Big Sister, Inc., and the YWCA.

Another option for this work is to partner with colleges and universities to provide service-
learning experiences, which are practical experiences that prepare students for professional
work after college. Service-learning benefits both the student and the organization being
served. Some potential benefits of service-learning for students are:

1. Students can incorporate their practical learning with their academic studies.

2. Some students may find the practical experience more educational than their classroom
studies.

3. Students will have exposure to new experiences, skills, and people.

The organization may benefit from service-learning by:

1. Engaging with a trained workforce at a reduced rate.
2. Screening future employees through extended, real work experiences.
3. Connecting with individuals outside of their traditional stakeholder groups.

(Peters, McHugh, & Sendall, 2006)

For Better Basics, both opportunities provide an avenue for a cost-effective, skilled workforce
that may transition to more permanent commitments for the organization. During the
interview process, it was determined that financial capacity is a barrier for the organization to
implement an updated data collection system. By using volunteers and/or service learners,
Better Basics can improve its data collection system without losing financial capacity.



Discussion

This Quality Improvement Project was This quality improvement project sought to examine the
data collection process at Better Basics, a nonprofit agency providing reading intervention and
enrichment services to students in Central Alabama. The theoretical framework for this study,
the Quality Implementation Framework (QIF), helped to inform essential understandings of
Better Basics process for collecting data and provided the background for the interview
protocol and research questions. To compare the organization’s work to the research
guestions, staff members were interviewed. The interviews were recorded and transcribed to
ascertain themes throughout and develop findings and recommendations. Below is a synopsis
of the key components of the project:

Research Questions

1. What is the purpose of data collection at Better Basics and how does data collection
relate to the organization’s mission?
2. What are the different roles and processes for data collection in the organization?
3. How does the organization assess the data collection process and make adjustments
when necessary?
Findings

Finding 1: Better Basics Employees connect their roles in the data collection process to
the
Finding 2: Participants' understanding of the entire data collection process varied based
on their role in the organization.
Finding 3: Better Basics has adjusted its data collection and training process over the
past two years to include the use of technology, and some of the organization’s teachers
and volunteers need additional support.
Finding 4: Participants identified financial capacity as a barrier to the data collection
process.

Recommendations

Recommendation 1: Create and share an organizational data collection logic model that
includes the role of all stakeholders in the data collection process.
Recommendation 2: Develop a Training Repository for Program Staff
Recommendation 3: Expand the organization’s volunteer and/or service-learning
network to assist with data entry and compilation.

Limitations

As a nonprofit organization, Better Basics relies heavily on its volunteer base. The Board of
Directors, Junior Board, and other volunteers. The focus of this project was the involvement of
full-time staff members in the organization’s data collection process. The organization may
benefit by assessing volunteer impact on organizational effectiveness.
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