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Description of LAUW’s Allocations Process

Lake Area United Way (LAUW) relies on volunteers in making its annual allocations decisions.  Member agencies are asked to complete two steps in advance of a site visit by LAUW volunteers.  

· Basic programmatic and administrative data are documented in LAUW’s annual Allocations Proposal Packet that is provided to member agencies.

· Member agencies are asked to complete a self-assessment using the tool that follows on page 6.  A member agency is expected to share the results of the completed self-assessment with panel members before the date of their site review.  The results should assist the agency in preparing for its site visit.  The agency is expected to explain its self-assessment findings and any agency/program enhancement plans it has enacted since the agency’s last self assessment with this year’s Allocations Panel volunteers.

Site visits are conducted by panels of volunteers formed for this purpose.  Training is provided for Allocations volunteers and agencies in advance of all site visits.  To the extent that it is possible to do so, panels will evaluate all agencies that are in a single field of service during the same year.

Site visits are scheduled by LAUW.  LAUW staff may serve as facilitators during site visits.

The attached assessment tool is divided into the five criteria that are used in evaluating an agency.  They include: 

· A focus on children/parents/families vs. adults; 

· A focus on root causes vs. immediate needs; 

· A focus on at-risk (vulnerable) populations vs. the general population;

· Organizational and service viability; and

· Commitment to outcome measures.  

The assessment tool is not intended to be a rigorous tool.  Its primary purpose is to provide a framework for discussion that is organized around Lake Area United Way’s established priorities.  

The funds available for any given year are divided among Lake Area United Way’s fields of service using the first three of the above five criteria.  The specific priorities assigned to these criteria are established by the Vision Council and may change from year to year. 

The Allocations Committee then determines agency allocations within the various fields of service based on a discussion that includes panel findings of site visits.  

In October, a Preliminary Allocation Letter is issued to each agency so that they can plan for the coming year.

A Final Allocations Letter is sent by February after any required adjustments have been made pending the results of the fall’s United Way fund-raising campaign.

Site Visitation Instructions

A preview should be provided by the site review facilitator for both the agency’s management team and the Allocations Panel volunteers at the beginning of a visit.  This should include introductions, explanations concerning the activities that will be undertaken during the visit, and any logistical concerns that may need to be addressed.  All site review participants will be advised that each assessment criteria addressed in the program assessment tool will be jointly evaluated by both the agency’s management team and the Allocations Panel volunteers during the visit.  Finally, the agency will be provided with dates by which it can expect to receive a copy of the site review meeting minutes for review and comment.

The next step in the site visit process will generally be an agency presentation addressing each LAUW-funded program.  This presentation should be based on the agency’s logic diagrams and individual programmatic logic diagrams.  Approximately 15 minutes per LAUW-funded program should be allocated to this initial phase of the site review.  After a general understanding of the agency’s mission and program goals has been established, the Allocations volunteers should begin a page-by-page review of the agency’s self-assessment.  LAUW volunteers should encourage the agency representatives to expand on their agency’s rationale for each rating.  Before moving from one self-assessment item to the next, the Allocations volunteers should attempt to establish a consensus between themselves and the agency with respect to their rating of each item.  In the event that a consensus cannot be reached, the item should be deferred to the end of the site visit.

Although volunteers conducting the site visit should use the Allocations Proposal Packet prepared by the member agency as their primary reference source, an agency may provide additional information to support its self-assessment. Supplemental sources of information could include any of the following to the extent that these items are available and additional information is required:

· Annual reports;

· Budgets;

· Client feedback reports;

· Discussions with board members, members of the management team, support staff, direct care providers, and volunteers;

· Financial audits and financial reports;

· Mission, vision, values statements, and additional logic diagrams;

· Memoranda and meeting minutes;

· Planning documents and program descriptions;

· Quality assurance audits and corrective action reports;

· Standard operating procedures; and
· Training plans and documentation. 
An Allocations panel may choose to participate as a committee of the whole in any interviews that are conducted.  Alternately, they may break up into two or more groups to evaluate various components of the agency’s self-assessment.  To the extent that it is possible to do so, however, at least two members of the panel should collaborate in the interviews and the review of supplemental materials pertaining to each element of the assessment tool.  

Again, it is expected that a consensus will be reached among the panel members concerning each element of the assessment tool.  If the site visit has not been conducted by the Allocations volunteers acting as a body of the whole, each cadre of volunteers should share their results and reasoning with all other members of the review panel at the end of the site visit.  An exit interview should then be conducted so that agency representatives can be apprised of each rating.  In the event that a consensus score cannot be obtained among the panel members, the panel chair will assign a score.  

The basis or rationale for any difference of opinion between the member agency’s self-rating and the Allocations panel’s rating should be discussed with agency representatives and noted in the space that follows each element of the assessment tool.  Any input that the agency management team makes during the discussion or debriefing should be considered by the panel chair in making his or her final report to the Allocations Committee.  

At the end of each agency site review, panel members should be given the opportunity to meet privately to finalize the panel’s report.  An exit interview with the agency should be held if the panel chooses to wrap up its agency site review in private rather than in front of the agency.  The exit interview should inform the agency of any major problems the panel identified concerning program service capability, substantial funding modifications the panel proposes to recommend to the Allocations Committee, or additional information the panel may require to complete its final report.

The site review minutes should consist of the following four items:

· Information detailing the dates of the visit and the members of the visitation team;

· A summary of all findings and recommendations; 

· Any panel notes that were created as part of the site visit; and

· A copy of any supplemental documentation provided by the agency.

Instructions for Member Agencies

It is mandatory that the member agency conduct a self-assessment and share the results with its Allocations volunteers in advance of any site visit.  It is particularly important that this self assessment be conducted in a forthright manner.  Greater evaluation credit will be given to an agency/program whose management team has recognized a need for action than to programs that are rated more highly than the agency can document.  The first finding indicates an understanding of the criteria in question and a commitment to improved performance; the latter option indicates that the management team may not have understood the criteria or possesses inadequate program knowledge to accurately assess service capability.  You cannot improve what you do not measure.

The assessment tool has been designed:

· To facilitate panel members’ understanding of an agency’s purpose;

· To clarify who is served through LAUW-supported programs; and 

· To determine the nature of the benefit that the client received.

The agency should plan for Allocations Panel volunteers to be on-site for three to four hours.  In order to demonstrate how effective its LAUW-funded programs are, agency presentations, including the discussion of the self-assessment, should incorporate pertinent information that is documented in the agency’s Proposal Packet (e.g., funding data, client demographics, program specifics, etc.).  Agency personnel should structure their presentations to address specific program operations and client benefits.  It is further recommended that these formal presentations focus on a program’s outcomes. Agency representatives should be prepared to identify all of their programmatic outcomes.  Further, they should be able to fully describe all indicators and measuring tools that have been developed to date, all measurements that are in development, findings to date, and any actions taken in response to these findings.  

To the extent that it is possible to do so, agency management teams should ensure that staff and agency volunteers are available to members of the Allocations panel.  Additionally, any supplemental information that is requested by the panel should be provided as long as it is germane to a criteria being analyzed and not subject to confidentiality restrictions.  Further, the agency should have ready access to documents that verify how program service quality is maintained, evaluated, and improved. Given the optimal nature of the highest ratings included in each scale, the burden of proof escalates as ratings increase.

LAUW

Agency/Program

Assessment

Tool

Name of Agency: ____________________________________

Name of LAUW-Funded Program: _____________________

LAUW Field of Service: ______________________________

1.0
Focus on Children/Parents/Families

Lake Area United Way has decided to prioritize programs that directly target the needs of children and the functioning of the family unit.  This is not to say that other needs are not great or compelling.  Resources are limited, however.  Lake Area United Way has determined that the subsequent need for many different kinds of intensive services can be avoided if the needs of children and the families that support them can be met.

Choose the paragraph below that best describes the current status of each LAUW-funded program with respect to the issue in question.  Please use a separate assessment form for each LAUW-funded program.

Agency Volunteers
 ___       ___
4.  The program in question targets the needs of children, parents, or families. The services provided specifically address the functioning of the family unit (i.e., the level of material and/or psychological support that is provided to children in the context of a family unit that includes one or more children living with one or more parents or related caregivers), contribute to improvements in this regard, or supplement for the absence of family support.  


An agency claiming this type of focus should be prepared to document its eligibility criteria and the precise relationship that exists between the service or intervention that it provides and the amelioration of or supplementation for one or more specific needs of children.

___       ___
3.  The program in question serves a general population that includes children, parents, or families.  Although the services provided do not address the functioning of the family unit, contribute to improvements in this regard, or supplement for the absence of family support in a direct way, indirect effects (e.g., improved health, learning, reduction of dysfunctional behaviors, amelioration of poverty, enhancement of family functioning, etc.) are assumed.

___       ___
2.  The program in question serves adults who generally do not have intact families.  The services provided address needs that would otherwise be met in the context of a viable family unit.

___
___
1.  The program in question serves a general population that includes children, parents, or families.  The services provided do not specifically address the functioning of the family unit or contribute to improvements in this regard.

Rationale: 
____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________

2.0
Focus on Root Causes
Lake Area United Way prioritizes funding to programs that address the root causes of human suffering.  This is not to say that programs that address human service needs after they have arisen are not important to the community.  Nevertheless, the limited resources that are available to Lake Area United Way must be directed to programs that can promise the most significant contribution to the community’s well being over the long term. Consequently, programs that prevent or minimize the need for subsequent services that are more intensive and less promising in nature will be treated as priorities. 

Choose the paragraph below that best describes the current status of each LAUW-funded program with respect to the issue in question.  Please use a separate assessment form for each LAUW-funded program.
Agency Volunteers

___       ___
4.  The program in question targets the root causes of human suffering (e.g., physical or psychological pain, social deprivation, etc.) or adverse developmental outcomes (e.g., delinquency, poor educational outcomes, etc.) The relationship between the service methodology employed and the behaviors and outcomes that are targeted for prevention are well established. 


It is incumbent on the agency to establish the precise relationship that exists between the root cause that a program purports to address and the kind(s) of human suffering or adverse developmental outcomes that are prevented or minimized.

___       ___
3.  The program in question does not address the root causes of human suffering or adverse developmental outcomes that develop or occur later in life. However, it provides assessments (e.g., case management, information and referral) or diversions (e.g., recreational and leadership development programs) that are generally believed to preclude participation in activities that could lead to ongoing dysfunctional behaviors or adverse developmental outcomes. 

___       ___
2.  The program in question does not address the root causes of human suffering or adverse developmental outcomes that develop or occur later in life. However, it does meet one or more material needs (e.g., food, clothing, shelter, immediate medical services) that are of a critical nature.  

___       ___
1.  The program in question does not address the root causes of human suffering or adverse developmental outcomes that develop or occur later in life. Although it meets the immediate needs of clients, they are not of a critical nature.  

Rationale: 
____________________________________________________________


____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

3.0
Focus on Vulnerable At-risk Populations

Lake Area United Way has decided to prioritize programs that address the needs of at-risk or vulnerable populations.  This is not to say that programs that address the needs of a broader population are not important to the community, nor does it suggest that certain children, families, and adults are free of risk.  For our purposes, however, the term “at-risk” is defined as significantly reduced access to the full range of familial and societal resources that are needed to avoid human suffering or adverse developmental outcomes.  Lake Area United Way has determined that it can best serve the community by targeting its scarce resources toward programs that focus on populations that are profoundly disadvantaged with respect to the full range of these essential resources.

Examples of vulnerable populations who tend to be more “at-risk” than others include, but are not limited to:  single head of households, linguistically-isolated families, individuals with disabilities, medically fragile individuals, homeless families, low-income families, geographically-segregated children and families, illiterate individuals, and abused children.

Choose the paragraph below that best describes the current status of each LAUW-funded program with respect to the issue in question.  Please use a separate assessment form for each LAUW-funded program.
Agency Volunteers
___       ___
4.  The program in question targets clients who have been identified as being at-risk.  


An agency claiming a focus on one (or more) at-risk populations should be prepared to document its eligibility criteria on a case-by-case basis, the evaluation instrument that is used in establishing the at-risk designation, and the precise nature of the profound risk that is involved.  If this at-risk designation is not determined on a case-by-case basis, the client demographic served should be clearly established as being at-risk in the relevant literature or in a client-based or geographic study that has been conducted (e.g., a neighborhood or city-wide survey or census). 

___       ___
3.  The program in question focuses specifically on underserved clients who have been identified as possibly being at-risk.  However, this at-risk designation is not well established in fact or in relevant literature.

___
___
2.  At-risk populations are not targeted by the program.  The immediate needs of at-risk populations are addressed, however, to the extent that individuals who are at-risk participate in the program.
___       ___
1.  A general population is served by the program.  Although at-risk populations may be served as well, the program either does not specifically address their immediate needs or the extent to which those needs are addressed is unclear.

Rationale: 
____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________




____________________________________________________________

____________________________________________________________

4.0
Organizational and Service Viability

Although Lake Area United Way supports programs rather than agencies, it recognizes that there is a correlation between agency viability and program performance.  Programs must be housed or embedded in viable agencies.  The following items address agency viability.  This question is designed to afford agency representatives an opportunity to assess critical organizational strengths and weaknesses.  The agency viability discussion that takes place during the site visit should also assist Lake Area United Way to identify ways in which it can help develop organizational capacity among its member agencies.  

Strengths and weaknesses in the following areas as well as others that are deemed to be important should be considered in assessing the agency’s overall viability.

a.
Leadership (Board and Staff):

b.
Planning Processes:


c.
Equipment/Facility:

d.
Client/Stakeholder Relationships:

e. Service/Utilization Capacity:

f.
Sustainability:

Although separate sections 1.0, 2.0, 3.0, and 5.0 must be completed for each LAUW funded program, section 4.0 needs to be completed only once since it covers the entire agency and all its programs.  Choose the paragraph below that best describes the current status of the LAUW partner agency.

Agency Volunteers

___
___
4.  The agency in question has in place all of the key capacities (e.g., leadership, funding, facilities and equipment, technology, stakeholder relationships, etc.) that are needed to house viable “state of the art” human service programs.

In order to claim this rating, the agency is expected to provide recent objective proof to this effect (e.g., a comprehensive accreditation certification or an organizational assessment using a credible instrument or tool).

___
___
3.  Documentation establishes that the agency in question has all but one or two of the above capacities in place.  Additionally, concrete steps that can be expected to be effective are being taken to rectify the need(s) that have been identified.

___
___
2.  Self reports and anecdotal accounts testify to the agency’s viability.  These findings are not contradicted by any evidence available to the visit team or by other indicators.

___
___
1.  Significant gaps in organization capacity have been identified.  Steps to correct these deficiencies:


· have not yet been effectively implemented.

· have not yet been developed.





Boxes are for LAUW volunteer use only.

Rationale: 
____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________



____________________________________________________________

____________________________________________________________


____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

____________________________________________________________

5.0      Outcomes and Results 

Lake Area United Way is committed to the use of outcomes measures.  All member agencies must demonstrate their ability to identify, measure, and use outcome indicators to improve programmatic services to enhance clients’ lives.   

As such, LAUW expects an agency seeking program funding to demonstrate throughout its Allocations Proposal Packet and during the agency site review process, that programmatic inputs, activities, outputs, immediate outcomes, intermediate outcomes, and long-term outcomes, together with specific program indicators pertaining to key outcomes, have been identified and measured.  Program logic diagrams should incorporate indicator measurement results associated with specific key outcomes.

The agency must demonstrate how outcome measures have been integrated into the agency’s other critical activities (e.g., planning, marketing, fund-raising, etc.).  Specific outcome indicators and measurement tools should be discussed in the agency proposal packet and during the site review process.

Following the agency review process, Allocations Panel volunteers are to assess the agency’s own ranking of its program outcome measurement capability (as identified by the lines the agency checked below). Allocations Panel volunteers are to check all appropriate boxes that they are in agreement with as well. The observation section of this criteria (page 16) is for LAUW Allocations volunteer use only. The agency’s selection of all appropriate boxes below will be assessed by Allocations volunteers based on how the agency incorporated outcome measurement into its proposal packet and site review presentation.

Choose the paragraph below that best describes the current status of each LAUW-funded program with respect to the issue in question.  Please use a separate assessment form for each LAUW-funded program.

Outcome Identification

Agency Volunteers

___
___
A.
The agency identified program outcomes that enhance client quality of life.

___
___
B.
Program outcomes have been identified, but they are not well defined in so far as how they will enhance client quality of life.

___
___
C.
The agency has yet to identify outcomes that if measured would demonstrate client benefit or program enhancement.  

· It does not know how to do so. 

· It lacks the administrative capacity to do so.

· It is not interested in doing so.





Boxes are for LAUW volunteer use only.

Outcomes Measurement 

Agency Volunteers

___
___
A.
The agency demonstrated a variety of methodologies and measures being used to determine the extent to which outcomes pertaining to LAUW-funded programs are achieved. Program outcome indicators have been selected and are being measured. 

___
___
B.
Some measures of outcomes have been developed.  However, 

· they are not systematically deployed or consistently used.

· few or no program outcome indicators are being measured on a consistent basis.


Boxes are for LAUW volunteer use only.

___
___
C.
The agency has yet to adequately demonstrate an ability to measure outcomes.  

· It does not know how to do so.

· It lacks the administrative capacity to do so. 

· It is not interested in doing so.





Boxes are for LAUW volunteer use only.


Use of Outcomes Data

Agency Volunteers

___
___
A.
The agency demonstrated that outcomes data is routinely analyzed and translated into specific action pertaining to LAUW-funded programs.  The agency:

· documented the process of analysis that was employed.

· produced the data that was analyzed.

· identified the specific conclusions that were reached.

· explained why these conclusions made sense.

· documented the specific steps that were taken as a result.

· showed the results accruing from these various changes.





Boxes are for LAUW volunteer use only.

___
___
B.
The agency demonstrated that limited outcome data is gathered and:

· routinely analyzed and translated into action to improve the quality of LAUW-funded programs and services.

· occasionally analyzed and translated into action to improve the quality of LAUW-funded programs and services.

· systematic processes have not been established to formalize its use.





Boxes are for LAUW volunteer use only.

___
___
C.
The management team has yet to demonstrate an ability to use outcomes measurement.  

( 
It does not know how to do so.
· It lacks the administrative capacity.

· It is not interested in doing so.





Boxes are for LAUW volunteer use only.

Volunteer Observations:

(Evidence submitted in the agency’s proposal packet or during the site review.)


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________
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________________________________________________________________________
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________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________


________________________________________________________________________
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________________________________________________________________________
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