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The Bold Goal of the Earn Well Initiative 

24,000 families will be on the road to 
financial stability by 2020
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Evaluating Collective Impact*

• What needs to happen?

• Program Years 1-2
Developmental

• How well is it working?

• Program Years 3-5
Formative

• What difference did it make?

• Program Years 4-5
Summative

*Parkhurst, M. & Preskill, H. (2014). Learning in Action: Evaluating Collective Impact. Stanford Social 
Innovation Review.



Developmental Evaluation: What needs 
to happen?

 How much change can be expected?

 Balancing big reach with observable impact- what works 
best?

 How will we know when we are successful? Data sharing and 
tracking



How much change can be expected?

Earn Well Financial Stability Scale Years 1-2



Change Assessment Years 1 & 2
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“I like the evaluation they do – I still get mine out to read it. I didn't know this much about 

myself. It helped me learn so much about me.” 

	

Participants	suggested	that	career	navigation	services	could	be	marketed	more	aggressively.	

“I don't know where they advertise. I never heard of it until I started looking for someone to 

pay for these classes. If people are in a situation where they need help, how do they find 

out about it?” 

“When you first start it would be helpful if they had an orientation to get all your questions 

answered. Or a brochure about career navigating.” 

Figure	5	shows	the	changes	in	financial	stability	between	baseline	and	follow-up	for	148	career	

development	participants.		The	most	promising	gains	were	observed	in	housing	(26%),	employment	

(24%)	and	wages	(23%).		While	it	is	noted	that	some	areas	showed	declines,	it	is	likely	that	this	is	the	

result	of	navigators	obtaining	more	accurate	information	about	their	clients	rather	than	a	true	decline	in	

those	areas.		When	examining	duplicate	forms	across	different	agencies,	there	were	numerous	instances	

when	participants	underestimated	their	debt	when	participating	in	financial	education,	then	gave	a	

higher	amount	when	enrolling	in	career	navigation.		This	problem	of	social	desirability	is	a	concern,	since	

it	will	hinder	our	ability	to	track	changes	overtime.		It	is	recommended	that	all	financial	stability	

volunteers	and	staff	emphasize	the	importance	of	providing	accurate	information	at	baseline.			

Figure	5:	Changes	in	Financial	Stability	Subscales	from	Baseline	to	Last	Follow-up	
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Introduction	
This	report	contains	quantitative	(numerical)	and	qualitative	(narrative)	data	that	
represents	the	work	of	the	Earn	Well	initiative	during	Program	Year	Two	(2011-2012).		In	
order	to	distinguish	outputs	(what	was	done?)	and	outcomes	(how	well	did	they	do	it?	
what	impact	did	it	have?),	we	are	placing	output	data	in	blue	charts	and	outcome	data	in	
orange	charts.			
	
	During	the	third	and	fourth	quarters	of	this	year,	program	staff	made	substantial	efforts	to	
migrate	program-to-date	data	into	the	new	Efforts	To	Outcomes	(ETO)	database	that	is	
housed	and	managed	by	Catholic	Charities.		The	system	now	contains	records	for	8,994	
individuals	who	have	been	served	since	the	program	began	in	July	of	2010.		The	Financial	
Stability	intake	assessment,	which	includes	items	used	to	calculate	the	Financial	Stability	
Scale	(see	the	appendix),	was	completed	by	6,866	people	(though	not	all	items	are	
complete).		Follow-up	assessments	have	been	completed	for	1,425	people	and	the	average	
time	between	intake	and	last	follow-up	was	3.5	months.		
	
The	Financial	Stability	Scale	measures	wellbeing	in	six	areas	and	participants	receive	a	
score	in	each	subscale	ranging	from	-2	(in	crisis)	to	+2	(thriving).		A	value	of	zero	is	
considered	“stable”	but	still	vulnerable.		At	intake	the	percent	of	individuals	falling	below	
zero	were	62%	in	Housing,	62%	in	Employment,	36%	in	Education,	70%	in	Budgeting,	80%	
in	Assets	and	87%	in	Living	Wages.			

	
By	follow-up,	10%	had	
increased	at	least	one	
level	in	Housing,	12%	
increased	Employment,	
7%	increased	
Education,	16%	
increased	Budgeting,	
7%	increased	Assets	
and	10%	increased	
Living	Wages.		These	
changes	are	quite	
noteworthy	given	that	
most	of	the	follow-up	
occurred	within	6	
months	of	enrollment.		
They	are	the	result	of	
increases	in	household	
income,	new	
employment,	obtaining	
Vocational	Certificates	
(and	other	employment	

training),	increased	
										Housing							Employment				Education					Budgeting					Assets					Living	Wages	

Year Two changes for all 
participants with follow-up 
(n=1425)
(Spence-Almaguer & Van Zandt, 2012)



Developmental Lessons Learned

 Light touch services are ineffective and inefficient:

 Single session financial management seminars

 Low-impact training series (customer service, Microsoft office 
products, etc…)

 Revised bold goal 

 Extended time and lowered annual expectations

 24,000 in 10 years versus 16,000 in 3 years 

 Established shared information management system using 
Efforts to Outcomes (ETO)



Formative Evaluation: How well is it 
working?

 Reconfiguring outcomes: Prioritizing what is important

 Extrapolating costs

 Refining outcome questions- identifying smaller units of 
behavioral change

 Discovering intervention elements that lead to change



Prioritization among community 
stakeholders

Earn	Well	Initiative	Program	Year	Three	Annual	Summary	Evaluation	Report 
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Introduction	
Financial	stability	is	a	complex	concept.		It	is	difficult	to	accurately	measure	and	even	
harder	to	attain	for	low-income	families.		The	end	of	the	third	year	of	program	
implementation	is	a	good	time	to	take	stock	of	what	has	been	accomplished,	consider	
lessons	learned,	and	look	towards	streamlining	and	improving	activities	in	the	future.			Part	
of	this	process	should	involve	some	reflection	about	what	is	important.		Are	we	headed	in	
the	right	direction?	Do	the	selected	targets	reflect	change	that	is	meaningful?		To	help	
stimulate	these	dialogues	with	members	of	the	United	Way	Earn	Well	council,	we	
distributed	a	survey	that	allowed	participants	to	assign	ranks	and	weights	to	a	list	of	27	
indicators	of	financial	stability.		Figure	1	shows	the	highest	ranked	items	with	the	rankings	
displayed	by	the	blue	line	and	the	actual	Earn	Well	results	shown	in	red	bars.		We	hope	that	
these	findings	stimulate	further	dialogue	and	refinement	of	the	Earn	Well	initiative.		
	
	
Figure	1:	Ranks	of	priority	outcomes	and	Earn	Well	Program-to-Date	Results	
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Ranks	of	Priority	Outcomes	and	Number	of	
People		Who	Achieved	Each	Outcome	Program-

to-Date			
Number	of	people	achieving	the	outcome	
program-to-date	

	Rank	of	importance	as	determined	by	the	
Earn	Well	council	

Year Three: 
Prioritization of 
outcomes
(Spence-Almaguer, Ghanta
& Van Zandt, 2013)

58% of follow-up participants 

achieved at least 1 priority 

outcome



Extrapolating CostsEarn	Well	Initiative	Program	Year	Three	Annual	Summary	Evaluation	Report 
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Successes	
The	Earn	Well	initiative	is	producing	outcomes	that	show	a	strong	return	on	investment	for	
the	Tarrant	County	community.	Millions	of	dollars	in	Earned	Income	Tax	Credits	and	
increased	salaries	for	those	who	have	gained	employment	skills	will	help	to	support	the	
economic	development	in	North	Central	Texas.		

The	Women’s	Center’s	Career	Development	program	has	helped	912	individuals	complete	
training	programs	since	the	inception	of	Earn	Well;	247	have	gained	new	employment	and	
405	have	been	able	to	increase	their	incomes	by	5	or	more	percent.		More	than	a	third	of	
participants	demonstrated	an	increase	in	salary	averaging	$1614	per	month.		Collectively,	
these	336	individuals	will	earn	more	than	6.5	million	dollars	in	the	next	year.			

	

$473,667	more	money	
in	savings	accounts	

$642,670	less	debt	

$6,507,648	more	per	
year	in	salaries	

7.8	million	in	EITC	

THE	EARN	

WELL	

RETURN	ON	

INVESTMENT		 Year Three: 
Extrapolation of 
Costs
(Spence-Almaguer, Ghanta
& Van Zandt, 2013)



Refining Outcomes

Used emergency savings 
to get through an 

emergency

Better hours or position at 
work

Paid off a credit card 
balance, payday or title 
loan

Invested in the purchase 
of a home



Intervention Lessons Learned

Year Three: More sessions equals 
better financial outcomes 
(Spence-Almaguer, Ghanta & Van Zandt, 2013)

Year Four Predictors:
• # of strategies predicts overall 

gains in financial stability (for 
each additional strategy, 
likelihood of demonstrating 
financial stability gains 
increased by 41%, p<.05)

• # of financial coaching 
sessions predicts improved 
financial management 
(increased savings, reduced 
debt); each session increases 
likelihood of better 
management by 26%, p<.000. 



Summative Evaluation: 
What difference did it 
make?

Year Five Outcomes (n=722)
• 48.5% of bold goal metric achieved 
• EITC refunds increased 484% since 

2009 (+$4,325,593)
• 85% improved financial stability in at 

least one area
• 56% improved financial management

• 20% reduced debt by an average 
of $1060

• 29% showed fewer past due bills
• 27% increased savings

• 46% increased earnings from 
employment

• 7% invested in the purchase of a 
home

• 7% acquired employment benefits



Next Steps

 Continue to improve rate of follow-up assessment 

 Overall program-to-date rate of follow-up =28%

 Program Year Five rate of follow-up =61% (~based on new 
intake count)

 Strengthen United Way of Tarrant County as a back-bone 
organization for Collective Impact

 Continue to use Earn Well as leverage to grow and support 
additional community programs promoting financial stability


