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Project Background 

This project addresses PPA 1: Youth Development/Youth Prevention and Intervention. 

Description of Need 
The goal of #SacYouthWorks Futures (#Futures) is to support at-promise youth1 in creating 
pathways to healthy futures and post-secondary success. For the purposes of this project, 
the City of Sacramento is defining at-promise youth as young people who are facing 
institutional barriers to success. #Futures responds to the needs of Sacramento’s at-
promise youth resulting from the passage of Proposition 64. Our youth, community 
partners, and city and countywide data indicate an urgent need for continued underage 
marijuana prevention and education efforts. This project will advance these efforts by 
enhancing protective factors and providing clear and consistent messaging around the 
negative impacts of cannabis on young people’s health and wellbeing.  
 
National findings on the harmful effects of both short and long-term marijuana use are 
concerning, especially considering the intersection of multiple risk-factors at-promise 
youth face. Effects of short-term use include impaired short-term memory and motor 
coordination; altered judgment; increased sexual risk behaviors, leading to sexually 
transmitted infections (STIs – a particular issue in Sacramento2); and in high doses, 
paranoia and psychosis.3 Impacts of long-term or heavy use include addiction, altered 
brain development, poor educational outcomes, and diminished achievement and life 
satisfaction.3 
 
At-promise youth fare worse compared to the state average in terms of college/career 
readiness4, suspension, and expulsion rates.5 Furthermore, Sacramento County data 
suggests that youth academic motivation decreases over time: between grades 7th 
through 11th there is a reported 12 percent decrease in academic motivation.6 
 
According to the National Equity Atlas7, risk factors increase among youth of color who 
make up the largest share of disconnected youth nationally – defined as youth not working 
or in school. Native American and Black youth surveyed have the highest percentage of 
disconnected youth nationally at 24 percent and 18 percent respectively. In Sacramento, 
16- to 24-year-old youth of color are most likely not working or in school (15 percent).  
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California Healthy Kids Survey data for Sacramento County (2017-19) shows that since 
the passage of Proposition 64 in 2016, marijuana use has increased by grade level two 
percent among 7th graders, six percent among 8th graders, 12 percent among 11th graders, 
and 30 percent among students in continuation school; and older students (grades 9 and 
11) are more likely to believe that marijuana consumption is less harmful than alcohol. 
Furthermore, data from the Sacramento County Office of Education (SCOE) found that 
youth believe that marijuana is easier to get and use now that it has been legalized for 
adult recreational use, with youth grades 11-12 reporting a 60 percent increase.8 
 
Figure 2 represents marijuana use by Sacramento County youth in grades 7, 9, and 11 
between 2019-2021. Across racial and ethnic groups, the data demonstrates a rise in 
underage usage. 
 

Figure 1: Disconnected youth in Sacramento, Equity Atlas 

 

https://nationalequityatlas.org/indicators/Disconnected_youth
https://nationalequityatlas.org/indicators/Disconnected_youth
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Figure 2: Sacramento, California Healthy Kids Survey 

 

 
Marijuana marketing and products have an undeniable appeal to youth, with local 
advertisements featuring models that appear more like peers than adults, products 
featuring kid-friendly flavors and presentations, and brand names (e.g., “Hugs”) that 
portray healthy constructs for youth. While data continues to emerge about underage 
marijuana use, industry research on tobacco and alcohol demonstrate relationships 
between exposure to advertising, perception of harm, and increased usage for youth.9  
Recent studies have begun to show this trend, with one study finding youth who engaged 
with marijuana promotions to be five times more likely to have used marijuana.10   
 
Locally, data shows concerning trends with respect to marijuana messaging. When asked 
if they had seen messaging discouraging underage use, nearly half of youth responded 
with “no” (19 percent) or “not sure” (27 percent). Furthermore, when youth were asked 
whether marijuana ads gave them the impression it was safe to use, 58 percent 
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responded either “yes” (21 percent) or “not sure” (37 percent). The high percentage of 
respondents who were unsure about marijuana is troubling and suggests that youth are 
receiving mixed messages about the safety of underage marijuana use.11  
 
Also sobering are social justice aspects relating to exposure to messaging and the 
impacts of the War on Drugs.12 Because of state laws banning marijuana advertising on 
interstates and major state highways, marijuana advertising is concentrated on city 
streets, especially in low-income communities of color – the same communities that were 
disproportionately impacted by the War on Drugs.12 

 

#Futures was developed based on two successful local programs: 1) the Future Forward 
campaign created by the Sacramento County Coalition for Youth (SCCY) and led by SCOE; 
and 2) #SacYouthWorks (#SYW), a citywide youth development program engaging youth in 
work-based learning experiences. 
 
Since 2018, SCCY has been administering the Future Forward campaign, which focuses 
on underage marijuana use prevention, particularly in the schools. The collaboration with 
#Futures supported Future Forward in extending their community-based outreach and 
support to youth most impacted by systemic and structural challenges and barriers. 
 
As evidenced by the adoption of the Citywide Youth Development Plan in December 2017 
(Appendix B), the City of Sacramento is dedicated to developing strategies, partnerships, 
and culturally competent, accessible programming – especially for at-promise youth. In 
response to the pandemic, the City launched a successful youth development program, 
#SacYouthWorks (#SYW), engaging our city’s at-promise youth in work-based learning 
experiences. At the same time, the program increased capacity of community-based 
organizations (CBOs) and COVID-19 relief efforts. #SYW was launched with Coronavirus 
Aid, Relief, and Economic Security (CARES) Act funding 2020, and was extended with the 
help of both American Rescue Plan Reinvestment Fund and City Measure U funds through 
Summer 2022. It has served over 2,000 youth since 2020.  
 
There was high community demand to continue #SYW, thus building from this successful 
model was a natural course. Integrating the Future Forward initiative with work-based 
learning opportunities through #Futures presents an opportunity to reach youth, who 
otherwise may not be interested in underage marijuana use prevention. Need for this 
project was validated through reviewing data sources and speaking with various 
community members including a) youth; b) the #SYW pilot network of 40 CBOs plus 
additional citywide CBO networks; c) the SCCY, a coalition of educators, youth marijuana 
use prevention providers; and d) youth advocacy and policy experts.    
 
#Futures has a strong emphasis on supporting youth in developing protective factors 
including connection to positive peer and adult relationships, increased connection with 
community, increased confidence to speak up and advocate for one’s beliefs, increased 
leadership skills, and fostering a sense of belonging. 
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#Futures builds upon the work of the City of Sacramento’s BSCC Prop. 64 Cohort 2 grant 
by further expanding Future Forward’s reach across the greater Sacramento community, 
deepening connections with the City of Sacramento’s at-promise youth population and 
youth-serving CBOs. Fifteen CBO partners are guiding a final cohort of youth through 
#Futures programming funded by Cohort 2 funds, which will culminate in a Youth 
Celebration on April 11, 2024.  
 
Many lessons learned and opportunities identified from the #Futures pilot emphasize the 
need for youth development and underage marijuana use prevention outreach and the 
gaps in services to address these needs. These lessons will be incorporated into our 
#Futures program proposed for BSCC’s Prop. 64 Cohort 3 grant. Lessons include: 
 
(1) Many youth-serving CBO leaders and community care-holders want to address 
concerns about the impact of the prevalence of marijuana on youth, but face challenges 
in addressing the issue due to cultural norms. #Futures created an opportunity for leaders 
and youth to come together to find support and resources to address underage marijuana 
use as well as opportunities to create youth-friendly and culturally responsive prevention 
programming and messaging. As recreational marijuana use rises and cultural norms 
promote usage, programs like #Futures are essential to mitigating the impacts of the 
legalization of marijuana use for our youth. 
(2) With mental health challenges on the rise, youth will continue to seek remedies to deal 
with anxiety, depression, and isolation, including marijuana. In many communities, as 
well as among social media influencers, it is deemed an accepted mental health remedy, 
despite research to the contrary. Providing youth with healthy alternatives by equipping 
them with knowledge, tools, and opportunities to support mental wellness – such as 
connecting youth to trusted adult mentors and meaningful work-based learning 
opportunities – is critical to support prevention efforts. 
 

Project Components 
#Futures integrates and leverages the existing infrastructure, experience, resources, and 
lessons learned from Future Forward, #SYW, and our BSCC Prop. 64 Cohort 2 grant. 
#Futures’ goals and objectives closely align with Project Purpose Area 1 – Youth 
Development/Youth Prevention and Intervention – through three main components:  

1. Underage marijuana use prevention, education, and advocacy  
2. A network of CBOs to build capacity for community-wide prevention and quality 

youth development programs 
3. Work-based learning (WBL) experiences for youth in the area of marijuana 

prevention, education, and advocacy 
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Component 1 – Underage Marijuana Use Prevention, Education, and 
Advocacy  
In keeping with the intent of the Proposition 64 Public Health and Safety Grant Program, 
#Futures is focused on cannabis first, but within the youth prevention, education, and 
advocacy sphere. #Futures will provide curriculum, training for youth and providers, and 
connection to service and advocacy opportunities. To ensure quality and consistency, 
each CBO will use the same marijuana education curriculum, “Future Forward: Preventing 
Youth Marijuana Use.” This curriculum will serve as the foundation of the required 10 
hours of prevention education and focuses on equipping youth with facts about underage 
marijuana use. The curriculum consists of eight 60-minute modules covering topics 
including: marijuana facts and laws, brain science, resiliency, positivity, and coping 
strategies (required components), as well as youth-developed prevention campaigns 
(optional components). CBOs will have the option to be trained to deliver curriculum 
directly to their youth or connect youth to #Futures shared training opportunities.  

Leaders from SCCY will audit training sessions to ensure fidelity of curriculum delivery. By 
using the same prevention curriculum and the same post-curriculum survey, comparative 
analyses of these survey results can detect if differences across CBOs or participants 
groups are discovered. If differences are found, further analyses and investigation will be 
conducted to determine the source of variance and determine if additional training or 
adaptation is necessary. The first year is considered a pilot year and data collected will be 
used as the baseline for comparing outcomes for the remaining cohorts. As such, 
adjustments to program implementation for remaining cohorts are not unexpected.  
Underage marijuana use prevention is a fairly new field and the results of this survey will 
also help to inform the field. 

#Futures will additionally leverage Future Forward’s annual adult and youth summits for 
trainings. CBOs and youth will be encouraged to engage in cannabis related WBL projects 
by connecting with Future Forward initiatives including but not limited to: 1) designing and 
presenting a breakout session for the youth summit; 2) serving as youth advocates 
providing prevention and education presentations for peers in the community; 3) creating 
messaging for the Future Forward campaign; and 4) engaging in monthly coalition 
meetings. 
Component 2 – CBO Network  
A network of CBOs will guide youth through #Futures prevention, education, advocacy, 
and WBL components. The purpose of engaging a network of CBOs is to:  

• increase community-wide underage marijuana use prevention, education, and 
advocacy efforts 

• facilitate accessible, culturally competent, and meaningful experiences that meet 
youth where they are (i.e., in their own communities) 
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CBOs will attend a minimum of 10 hours of prevention trainings/learnings and network 
gatherings. An emphasis will be placed on equipping CBO leaders and staff with factual 
knowledge of the impact of underage marijuana use; facilitating connections with 
marijuana use prevention resources for youth; and creating a shared sense of urgency for 
addressing underage marijuana use. CBOs will implement #Futures programming using a 
shared framework and infrastructure, that also provides flexibility for CBOs to design 
experiences authentic to their mission, culture, and needs of their youth.   

The City of Sacramento (City) will work with a lead organization, PRO Youth & Families 
(PRO), to lead and coordinate the CBO network. PRO will provide a shared infrastructure 
to support the city and network including fiscal and administrative oversight; shared 
evaluation and data collection; communications and outreach; shared training 
opportunities for youth and CBOs; and technical assistance for CBOs. The goal is to 
engage up to 20 CBO partners in the project; however, the project also acknowledges that 
some of the larger organizations have multiple and different entry points and could serve 
several cohorts of youth. The project also recognizes that smaller or newer organizations 
may need to partner with larger organizations for assistance with the fiscal and reporting 
requirements of this grant. 

Component 3 – Work-Based Learning for Youth in Marijuana Prevention, 
Education, & Advocacy  
CBOs will engage cohorts of 5-20 youth in a minimum of 40 hours of WBL experiences 
consisting of 10 hours of prevention education, up to 10 hours of work-readiness training, 
and a minimum of 20 hours of applied service/work in Marijuana Prevention, Education, 
and Advocacy. CBOs will design WBL experiences based on the #SYW framework of 
connect, learn, and earn. Youth connect with assigned trusted adult mentor(s) who guide 
them through the program and connect them to meaningful applied service/work 
opportunities related to prevention, education, and advocacy. This also includes helping 
youth process trauma, develop coping and communication skills, build positive 
relationships, and plan for the future. Youth learn about work through work-readiness 
trainings that support the development of 21st century skills, connect to their applied-
service/work projects, and support the exploration of career pathways. Youth earn a $500 
stipend for completing the 40-hour program, helping to overcome barriers to participation 
and demonstrate the value of their time, commitment to learning, and service to the 
community. Notably, data from the City’s Cohort 2 award indicates that the majority of 
youth participants (over 60 percent) opt to save some or all of their stipend – an 
unexpected albeit welcome finding.  

Target Area and Population: Participant Eligibility 
#Futures will serve up to 20 CBOs and 800 at-promise youth, ages 12-19. Furthermore, 
youth must reside in or attend school within the City of Sacramento priority 
neighborhoods – areas in the City of Sacramento identified as most in need as defined by 
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the City of Sacramento’s Priority Neighborhood Map (Appendix C) – and/or have two or 
more of the risk factors below.13  

Eligibility will be determined at the time of enrollment by the CBOs and the project will 
focus on making sure that CBOs serve only youth who meet eligibility criteria. To reach the 
target population, youth will be recruited through: CBO partners who are already working 
with at-promise youth; advertising to youth who reside in our priority neighborhoods; and 
leveraging the outreach support of city commissions and city council district 
representatives, citywide departments that serve youth, and school districts. If 
participation by an eligible youth is contingent on the participation of a non-at-promise 
youth (for example a same-aged cousin who can drive them to the program), exceptions 
for participation will be made.  The intent is to make the program as accessible as 
possible by minimizing barriers to support inclusion rather than exclusion. 

Risk Factors 

• Academic underperformance  
• Current or former foster youth  
• LBGTQ+  
• Teen parent  
• Current or formerly under/unhoused  
• English language learner 
• Justice-involved  
• Exposure to violence  
• Low income  
• Incarcerated parents/siblings  
• Mental or behavioral health challenges  
• Youth with disabilities 
• Youth experiencing substance use 
• Out of school youth 

Goals and Objectives 
#Futures integrates prevention education of underage marijuana use, and advocacy into a 
work-based learning framework. The program builds on the assets and strengths of the 
City’s trusted CBOs in connecting, serving, and responding to the specific needs of our 
city’s at-promise youth. By educating and empowering youth, we are empowering them to 
make healthier life choices for themselves. 

Goal 
The goal of the project is to support at-promise youth (ages 12-19) in creating pathways to 
healthy futures and post-secondary success. 

Engaging a network of CBOs has proven 
successful in connecting with the City’s at-
promise youth. The BSCC Prop. 64 Cohort 2 

grant, which concludes programming in Spring 
2024, is on track to exceed its goal of serving 600 

youth in three years. Key characteristics of the 
2022-2023 youth participants include: 92 percent 
of youth participants reported as low-income; 78 
percent resided in a priority neighborhood; and 

48 percent reported exposure to marijuana from 
peers, family members or others in their 

community.14  
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Objectives 
Four main objectives support the overarching project goal: 

1. Complete #Futures program implementation plan by the end of Year 1 of the grant 
period in order to launch youth programming in Year 2. 

2. Engage 800 youth in 10 hours of underage marijuana use prevention education. 
3. Engage a total of approximately 20 CBOs over the course of the five-year grant 

period to implement #Futures. 
4. Engage 800 youth over the five-year grant period in a 40-hour work-based learning 

experience that includes a minimum of 20 hours of an applied service/work.  

These objectives will be accomplished using the following delivery model. 

Project Delivery Model 
This project plans to engage up to 20 CBOs and serve 800 youth (100 in the Year 2 cohort, 
250 each in Years 3 and 4, and 200 in Year 5, as projected in our Project Work Plan) over 
the five-year grant period. Year 1 (May 2023-May 2024) is set aside for planning, so no 
youth are anticipated being served until Year 2. The #Futures program incorporates a solid 
foundation of evidence-based, research-based, and promising practice components that 
have shown positive outcomes for local youth including increase in knowledge of the 
impact of underage marijuana use, college/career readiness skills, protective factors, and 
hope for the future. It uses an asset-based approach and a foundation of youth 
development15 by leaning into and enhancing the strengths of the City of Sacramento’s 
CBOs to support the accessibility for at-promise youth and in responding to their needs. 
#Futures values youth as assets, encouraging youth-led programming, engaging youth in 
meaningful work, and demonstrating the value of youth work by paying a stipend. The 
Project Workplan in Appendix D shows the anticipated dates and timelines for activities 
over the course of the grant.   

#Futures incorporates promising practices in work-based learning identified by the 
National Skills and National Youth Employment Coalition including: 1) providing paid 
experiences; 2) developing strong partnerships; 3) incorporating positive youth 
development practices and continued support services; and 4) supporting linkages to 
career pathways.16 It also includes elements identified by a Brookings Institution report on 
quality work-based learning programs including: 1) connecting youth to positive 
relationships with caring adults; 2) opportunities to build social capital; and 3) access to 
hands-on-learning and meaningful tasks.17  

#Futures incorporates several strategies identified in evidence-based substance use 
prevention efforts including: 1) focusing on protective factors; 2) addressing social 
influence and developmental factors; and 3) reaching youth with messaging through 
multiple levels of influence by engaging a variety of partners. #Futures also includes 
evidence-based prevention education strategies including social resistance and 
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competence-enhancement skills.18 All facts and data included in the Future Forward 
curriculum and trainings are evidence-based and include citations.   

The project will be directed by the City of Sacramento which is responsible for 
implementation of the City’s youth strategies as defined in the Citywide Youth 
Development Plan (Appendix B). The City will partner with CBOs and other public agencies 
to implement the #Futures program.  

The Sacramento County Coalition of Youth (SCCY) will support PRO and the City with the 
implementation of prevention education and strategies. SCCY was initially organized in 
2015 to address underage drinking in Sacramento County and with the passage of 
Proposition 64, developed the Future Forward campaign to address underage marijuana 
use. PRO Youth & Families will partner with the Future Forward youth marijuana 
prevention campaign to support the prevention component. Future Forward will provide 
curriculum, training for youth and providers, and connection to service and advocacy 
opportunities so that youth participants can implement the information they have gained 
from the training. 

The curriculum, “Future Forward: Preventing Youth Marijuana Use,” will serve as the 
foundation of the required 10 hours of prevention education. It focuses on equipping 
youth with facts about underage marijuana use. The curriculum consists of eight 60-
minute modules covering topics including: marijuana facts and laws, brain science, 
resiliency, positivity, and coping strategies. CBOs will be trained to deliver curriculum 
directly to their youth cohort. Future Forward will support PRO with coordinating 
additional shared training opportunities for youth and providers, including Future 
Forward’s annual provider and youth summits for trainings to meet the 10-hour training 
requirement.   

Work-based learning for youth will consist of 10 hours of formal training focused on 
foundational workforce skills, and 20 hours of service project development that 
incorporates what they have learned into real-world contexts. Project examples include 
but are not limited to 1) designing and presenting a breakout session for the youth 
summit; 2) serving as youth advocates providing prevention and education presentations 
for peers in the community; 3) creating messaging for Future Forward campaign; and 4) 
engaging in monthly SCCY meetings.  

All CBO partners must submit a workplan that describes their week-by-week plan to meet 
the 10-hour work-based learning requirement, including the number of hours, the trainer 
and topic, and a description of how the training relates to the service project they are 
implementing with youth. Each workplan will be reviewed to ensure it meets the 
requirements of #Futures. To monitor progress, CBOs will be required to track youth 
service and training hours and will meet with CBOs monthly to address issues and provide 
technical assistance to support CBO success.  
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The network of CBOs will be selected through a competitive proposal process. 
Applications will be screened for eligibility requirements (BSCC’s criteria for organizations 
receiving funding and alignment with project framework), reviewed and scored by an 
independent review committee, and approved by the City. 

Evaluation Overview  
The project evaluation will utilize a phased-in, multi-method approach including process 
and outcome measures to assess the project objectives. During the implementation 
phase, the evaluator and the program team will monitor and assess monthly, the following 
process measures: selection of CBOs; recruitment and enrollment of youth; participation 
of training partners; implementation benchmarks; feedback from CBOs and participants; 
and development and use of data tools. During the service delivery phase, the evaluator 
will work with the project leads to ensure that data collection tools are used to: collect 
baseline and follow-up data for outcome measures; monitor implementation of project 
components; identify areas for change and improvement; and complete quarterly reports. 
Together, these sets of data will be used to measure and report on program outcomes and 
youth development impacts. 

Process Evaluation Method and Design 
The design for the process evaluation utilizes program reporting, participant information, 
and CBO surveys, and cycles of continuous quality improvement to ensure that the 
project is being implemented as intended and that improvements to the process are 
actioned. The data collection team will use tools to track and measure the data and 
information collected to measure the program’s progress towards its outcomes. Such 
tools may include a customer relationship management (CRM) software for attendance 
tracking that provides a data dashboard, and collects youth participant demographics, 
participant notes, survey distribution, and payment processing such as the After-School 
Program Management Software.  Additionally, the project may use a grant management 
system (GMS) software that manages the project workflow outlined in the logic model in 
Appendix A. 

The evaluation questions listed here are also referenced in Appendix F Evaluation 
Measures.  

The process evaluation assesses three main areas: 

• Project implementation 
• Participant and CBO experience 
• Continuous quality improvement 

 

https://go.afterschoolhq.com/solutions/afterschool-programs/
https://go.afterschoolhq.com/solutions/afterschool-programs/
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Project Implementation Evaluation Questions  

The key questions associated with project implementation are: 

1. Were the grant activities implemented as planned and on time? 
2. Were the grant activities implemented as intended with fidelity? 
3. Were data collection tools developed and implemented as planned? 
4. Did project oversight and fiscal activities occur as scheduled? 
5. What barriers were encountered and what solutions were implemented?  Did this 

affect project implementation? 
6. Did other factors affect project implementation? 

Youth and CBO Experience Evaluation Questions  

To ensure that the participants of the program, including CBO partners, are engaging in 
the program components as expected, the following key questions will be addressed in 
the process evaluation. 

1. Participant Experience: To what extent are youth more aware of the 
harmfulness of marijuana use? To what extent are youth prepared for college or 
a career?  

2. CBO Experience: To what extent did participation in the program increase the 
capacity and ability to deliver marijuana prevention and WBL opportunities? 

Continuous Quality Improvement Evaluation Questions  
Using the City of Sacramento’s Continuous Quality Improvement Toolkit for youth 
programming will help assess program quality and enable the project team to make  
ongoing adjustments and improvements as needed. The key questions are: 

1. To what extent did the project assess quality youth programming in line with the 
City of Sacramento Citywide Youth Development Plan & Framework for Children 
and Youth Programs’ five supports and opportunities: safety, relationship 
building, youth participation, community involvement, and skill building? 

2. To what extent did the project roll out a cycle of improvement that is built upon 
a system where agencies can look at the strength and weakness of their 
programs, create an action plan for making improvements, review how well the 
actions are working, and then reassess the program to inform the next set of 
actions. Over time each cycle of improvement will inform the next cycle.  

3. Through the following consistent actions information, will be sought on the 
following areas for improvement:  

o Did the project team review and discuss the quarterly reports, end of 
year reports, and implementation timelines during their meetings? 

https://saccity.sharepoint.com/sites/OfficeofYouthDevelopment2/Shared%20Documents/Forms/AllItems.aspx?id=%2Fsites%2FOfficeofYouthDevelopment2%2FShared%20Documents%2FGeneral%2F1%2E%20GENERAL%2F2%2E%20DATA%20AND%20EVALUATION%2FContinuous%20Quality%20Improvement%20Toolkit%20%28CQI%29%2FSacramento%20Continuous%20Quality%20Improvement%20Toolkit%2Epdf&viewid=140cc287%2Da8ee%2D46b4%2D9e46%2D0df21bfbdae8&parent=%2Fsites%2FOfficeofYouthDevelopment2%2FShared%20Documents%2FGeneral%2F1%2E%20GENERAL%2F2%2E%20DATA%20AND%20EVALUATION%2FContinuous%20Quality%20Improvement%20Toolkit%20%28CQI%29
https://saccity.sharepoint.com/sites/OfficeofYouthDevelopment2/Shared%20Documents/Forms/AllItems.aspx?id=%2Fsites%2FOfficeofYouthDevelopment2%2FShared%20Documents%2FGeneral%2F1%2E%20GENERAL%2F2%2E%20DATA%20AND%20EVALUATION%2FContinuous%20Quality%20Improvement%20Toolkit%20%28CQI%29%2FSacramento%20Continuous%20Quality%20Improvement%20Toolkit%2Epdf&viewid=140cc287%2Da8ee%2D46b4%2D9e46%2D0df21bfbdae8&parent=%2Fsites%2FOfficeofYouthDevelopment2%2FShared%20Documents%2FGeneral%2F1%2E%20GENERAL%2F2%2E%20DATA%20AND%20EVALUATION%2FContinuous%20Quality%20Improvement%20Toolkit%20%28CQI%29
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o Were barriers, issues, or newly identified needs responded to or resolved 
in a timely manner? 

o What improvements or changes were made based on feedback from 
youth participants and CBO partners? 

o What lessons have been learned to improve future programming efforts? 

Process Evaluation Data 
Data collection is a fundamental part of performance management which includes 
monitoring and evaluating whether we are reaching our goals and making an impact. 
Performance from data collection will be generated through the list below of performance 
related data collection activities:  

• Participant and CBO survey and focus group data 
• Program service locations (to ensure they were provided in locations / 

neighborhoods accessible to at-promise youth) 
• Quarterly and annual reports 
• Participant enrollment and attendance: Signup sheets, tracking attendance (e.g., 

start dates, attendance, dropouts, successful completions, demographics 
progress milestones) 

• Participation of training partners: Orientation, workshops, communities of practice, 
etc.   

• Collecting and reviewing feedback from CBOs and participants 
• Site visit feedback 
• Development and use of data collection systems: Data will be centralized and 

collected on a cloud-based platform  
• Project oversight and fiscal activities:  

o Day to day grant management 
o Project monitoring: With the use of an evaluation matrix, programs activities 

implementation will be tracked with the following measures: 
input/resource/activity/output, data collection sources/methods and 
frequency.   

o Evaluation: The tracking of key performance indicators to determine project 
effectiveness and adjust as necessary. 

o Project oversight: The project-oversight structure and overall decision-
making process for the project. Procedures ensuring that the project will be 
implemented with fidelity.  

This project will be reviewed and updated monthly by the project team to ensure that 
project tasks and activities are occurring as planned and to develop solutions if 
challenges occur. Should program adjustments be identified over the course of the 
project, the City has the ultimate decision-making authority. Contracted CBOs will report 
to the City on activities and expenditures. 
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Outcomes Evaluation Method and Design 
The outcomes evaluation will assess specific questions in three major categories: overall 
project goals and objectives; outcomes for youth participants; and outcomes for CBO 
partners.  

The Design for the Outcome Evaluation  

#Futures will administer pre and post surveys through the collection of quantitative and 
qualitative data using an online platform or paper surveys for youth who do not have 
access to the internet. Youth participant demographic information and other baseline 
data will be collected upon program enrollment. Upon completion of the 40-hour 
program, post-surveys will be administered so that youth can provide feedback about 
their experience in #Futures and identify progress in their knowledge and awareness of the 
impacts of underage marijuana use and growth in their work-based learning skills and 
knowledge. CBOs will also receive an exit survey upon completion of the 40-hour program 
to provide feedback on the successes and challenges and identify additional areas of 
support recommended to future cohorts. 

Data analysis will assess all evaluation questions that includes quantitative (descriptive 
statistics) and qualitative analysis of survey data, documentation and summaries of 
meetings, content analysis of site visit and focus group notes, and assessment of the 
timely implementation of project activities. The annual and final reports for the project will 
include the process and outcome evaluation to inform implementation of future grants by 
the City of Sacramento and general oversight activities. 

Project Objectives Evaluation Questions  
These questions examine whether the project accomplished the activity milestones for 
the project’s implementation. The questions, measures, data source, and timeline details 
are presented in the tables that follow.  

Objective 1: Complete #Futures program implementation plan by the end of Year 1 of the 
grant period in order to launch youth programming in Year 2. 

This objective is operationalized by the following questions: 

Objective 1 Questions and Measures 

Objective 1 Questions Measurements Data Source Timeline 
To what extent is #Futures program 
implementation ready by the end of 
Year 1 of the grant period to launch 
youth programming in Year 2. 

Number of CBOs contracted as 
implementing partners per this 
grant.  

MOUs and/or 
agreements 

Prior to 
implementation 
of program 
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Objective 2: Engage 800 youth in 10 hours of underage marijuana use prevention 
education.  

This objective is operationalized by the following questions: 

Objective 2 Questions and Measures 

 

Objective 3: Engage a total of approximately 20 CBOs over the course of the five-year 
grant period to implement #Futures.  

This objective is operationalized by the following questions: 

Objective 3 Questions and Measures 

Is there a compilation and review of 
lessons learned from #Futures 
Program funded by BSCC Prop 64 
PH&S Cohort 2 grant program?  

Grant review including lessons 
learned and course corrections.   

Grant review 
tracker 

Quarterly 
throughout 
duration of 
grant 

Were youth and community partners 
engaged in refining project strategies 
to ensure responsiveness to youth 
needs?  

Number of engagements to help 
refine project strategies.  

Focus groups 
and surveys 

Prior to 
implementation 
of program 

Was a local evaluation plan 
developed and completed? 

Completed a local evaluation 
plan. 

Local evaluation 
plan 

Prior to 
implementation 
of program 

Was a curriculum developed that 
addresses substance use and 
mental health/wellness, including 
materials, tools, and resources to 
support curriculum delivery by CBO 
partners to youth? 

Completed a curriculum that 
addresses substance use and 
mental health/wellness.  

Education and 
training 
curriculum 

Prior to 
implementation 
of program 

Objective 2 Questions Measurements Data Source Timeline 
Did the project engage 
youth with high risk 
factors? 

Count and percent of youth with high risk 
factors.  

Participant 
enrollment 
assessment 
forms.   
 

Initial 
intake/registration 

Did the project engage 
800 youth in underage 
marijuana use 
prevention education? 

Counts of youth who engaged in 10  
hours of prevention education; youth will 
report an increase in (1) knowledge of 
impacts of underage marijuana use, and 
(2) knowledge of resources addressing 
substance use. 

Program 
documentation, 
participant 
training and 
activity logs 

Assessed for each 
youth cohort 

Did the project connect 
youth to opportunities 
to become advocates 
for underage marijuana 
use prevention? 

Percent and number of youth that report 
they had opportunities to become 
advocates for underage marijuana use 
prevention through this grant. 

Participant end 
of program 
survey 

Annually 
throughout 
duration of grant 
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Objective 4: Engage 800 youth over the five-year grant period in a 40-hour work-based 
learning experience that includes a minimum of 20 hours of an applied service/work.  

This objective is operationalized by the following questions: 

Objective 4 Questions and Measures 

Objective 3 Questions Measurements Data Source Timeline 
Did the project engage up to 20 
community-based organizations 
(CBOs) over five years? 

Count of CBO organizations 
involved with the project either as 
program providers or training 
agencies. 

Program 
Documentation – 
CBO 
Enrollments and 
Trainings – CBO 
subcontracts 

Biannually 
throughout 
duration of 
grant  

Did the community-based 
organizations report an increase in 
capacity to engage in citywide 
underage marijuana use prevention 
efforts as a result of this grant? 

Percent of CBOs that report that 
the grant increased their ability to 
include underage marijuana use 
prevention education into their 
youth programs.  
 
Number of hours of CBO training 
and network meetings. 

CBO survey Biannually 
throughout 
duration of 
grant  

Did the project provide opportunities 
for CBOs to connect to prevention 
service and/or advocacy 
opportunities? 

Percent and number of CBOs that 
report that they were connected to 
prevention service or advocacy 
opportunities through this grant 
and descriptions of the 
opportunities. 

CBO end of year 
survey 

Annually 
throughout 
duration of 
grant 

Did the community-based 
organizations report an increase in 
capacity to serve youth with positive 
development and work-based 
learning programming as a result of 
this grant? 

Percent of CBOs that report that 
the grant increased their ability to 
include work-based learning 
components into their youth 
programs. 

CBO survey Biannually 
throughout 
duration of 
grant  

Objective 4 Questions Measurements Data Source Timeline 
Did the project engage 800 
youth in 40 hours of work-
based learning experiences? 

Counts and percent of youth who 
engaged in 40 hours of work-based 
learning experiences comprised of 
trainings, service projects, 
internships, or work-based learning 
activities. 

Program 
documentation, 
participant 
training and 
activity logs 

Assessed for 
each youth 
cohort 

Were the work-based learning 
experiences aligned to the 
development of skills 
necessary for job-aptitude 
skills to achieve post-
secondary goals? 

Number and type of college and 
career readiness skills supported by 
work-based learning opportunities. 
 
 
  

Content analysis 
of work-based 
learning 
documents by 
project leads – 
CBO Work Plans 
  

Two months 
prior to 
implementation 
of these 
components by 
the CBOs. 
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Objectives 1 through 4 will be assessed using program documentation (participation logs, 
demographics, activities, training document analyses) and youth and CBO surveys. 
Participant success in the project will be measured by: 

• Successful completion of 10 hours of training about underage marijuana use. 
• An increase in youth knowledge of the impacts of underage marijuana use on their 

physical and mental health. 
• Successful completion of 10 hours of work-based learning training. 
• An increase in youth work-based learning skills and knowledge. 
• Successful completion of a 20-hour service project that utilizes knowledge gained 

from the Future Forward curriculum/training (i.e. marijuana prevention and 
education training). 

• Increased sense of connection to peers and trusted adults. 

Youth Outcomes Questions  
The overarching questions that will assess the impact on youth as a result of participation 
in the project are:  

• To what extent are youth more aware of the harmfulness of marijuana use?  To 
what extent are youth prepared for college or a career?  

These questions will be measured using prevention education and activity and training 
feedback surveys, pre-post surveys before and after program completion, PhotoVoice 
data to document and capture learning and experiences about the work-based learning 
and service projects, participation documentation, and participant focus groups to cross-
validate data and inform program improvement. 

 

 

 

 

 

Were the work-based learning 
experiences aligned to the 
development of skills 
necessary for (1) 
connectedness to positive 
peer and adult relationships, 
(2) job-aptitude skills, and (3) 
confidence to achieve post-
secondary goals? 

Number and percent of youth who 
self-reported connectedness to 
positive peer and adult relationships; 
hope for the future, and confidence 
to achieve post-secondary goals.  

Participant 
assessment 
forms.    

Each time a 
presentation 
occurs 
throughout 
duration of 
grant. 
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Youth Outcomes Questions and Measures 

Youth Outcomes  
Questions 

Measurements Data Source Timeline 

Did youth increase 
their knowledge 
about underage 
marijuana use and 
impact on youth 
brain development? 

Percent of youth who reported an 
increase in knowledge before and after 
program participation in the areas of: 
facts about underage use; addiction; 
brain development; and media 
influence. 

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Did youth 
demonstrate an 
increased 
perception of harm 
of underage 
marijuana use? 

Percent of youth who reported an 
increase (before and after program 
participation) in the belief that underage 
marijuana use is harmful to brain 
development. 

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Did youth gain 
protective factors 
(e.g., better 
choices, advocacy, 
adult confidant)? 

Percent of youth who report acquiring a 
protective factor during program 
participation OR who report making 
better choices or increased advocacy 
for themselves. Types of protective 
factors acquired or increased.  

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Did youth report an 
increase in their 
hope for the future? 

Percent of youth who report that they 
have plans for their future (further 
education, career, family, goals, etc.). 
Description of the steps they are 
leading them to their future plans and 
how the project helped them envision it. 

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Did youth report 
increased 
confidence in their 
ability to achieve 
post-secondary 
goals? 

Percent of youth who feel confident in 
their ability to achieve post-secondary 
goals. Percent of youth that are aware 
of resources to help them achieve their 
post-secondary goals. 

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Did youth report an 
increase in college 
and career 
readiness skills? 

Percent of youth who report an increase 
in college and career readiness skills 
such as completion of college entrance 
requirements, college applications, job 
applications, resumes, interview skills, 
etc. 

Participant pre- and 
post- surveys and focus 
group questions. 

Surveys 
administered at the 
inception and at the 
conclusion of the 
prevention 
education training 
program. 

Which program 
components were 
most beneficial to 
youth? 

Percent of youth who self-report that a 
particular component was most helpful.  

Participant end of 
program survey and 
focus group questions. 

Survey 
administered at the 
conclusion of the 
prevention 
education training 
program. 
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CBO Outcomes Questions  
The project desires to assess the impact of the trainings and activities on the CBOs’ ability 
to provide marijuana prevention programs and work-based learning opportunities.  
Although the primary project focus is to serve youth, the project team also recognizes that 
CBO partners can benefit from their experiences in the program in ways that go beyond 
implementation of the grant.  Partner agencies who typically serve youth can increase 
their capacity by learning new ways to implement work-based learning models for other 
programs they serve. Additionally, they can gain tools and resources to provide underage 
marijuana use prevention education to youth, and in turn, become advocates for youth 
marijuana use prevention throughout the community. The overarching question that will 
assess impacts on CBO partners is:  

• To what extent did participation in the program increase the capacity and ability to 
deliver marijuana prevention and WBL opportunities? 

The CBO outcomes measures will be assessed using pre-and post-surveys and focus 
groups.  

CBO Outcomes Questions and Measures 

 CBO Outcomes 
Questions 

Measurements Data Source Timeline 

Did staff increase their 
knowledge of healthy 
behaviors and protective 
factors for youth? 

Percent of CBO staff who reported 
increases in knowledge before and after 
program participation of healthy 
behaviors for youth (physical health, 
mental health).  

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
training 
program. 

Did staff increase their 
knowledge of the risk of 
underage marijuana use? 

Percent of CBO staff who reported 
increases in knowledge before and after 
program participation in the areas of 
underage marijuana use, addiction, and 
brain development. 

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
training 
program. 

Did CBOs report an 
increased capacity to 
serve youth who are at-
risk for marijuana use? 

Percent of CBO staff who report that they 
have more tools and resources to 
support youth who are at-risk for 
marijuana use as a result of the project. 

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
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training 
program. 

Did CBO partners 
experience greater 
collaboration and 
program referrals with 
one another? 

Percent of CBO staff who report having 
more opportunities for collaboration and 
sharing program referrals with one 
another as a result of the project. 

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
training 
program. 

Did CBOs think that the 
information and 
experiences regarding 
the WBL and prevention 
education could transfer 
to other arenas of their 
work with youth? 

Percent of CBOs who indicate that the 
information and experiences regarding 
the WBL and prevention education could 
transfer to other arenas of their work 
with youth. 

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
training 
program. 

Did CBOs believe that 
they have the ability to 
utilize some project 
elements after the grant 
period ends?  

Percent of CBOs who indicate that they 
have the ability to utilize project 
elements after the grant period ends 
(e.g., participant databases, survey 
tools, intake forms, training materials) 

CBO pre- and post-
surveys and focus group 
questions. 

Surveys 
administered at 
the inception 
and at the 
conclusion of 
the prevention 
education 
training 
program. 

Which components of 
the grant did CBO 
partners believe were 
most impactful to their 
operations or programs? 

Percent of CBOs who report that a 
particular component was most 
impactful to their operations or program. 

CBO end of program 
survey and focus group 
questions. 

Survey 
administered 
annually in late 
June.  

 
Methodology 
The program will continuously be evaluated utilizing a multi-method approach where both 
qualitative and quantitative data are assessed to evaluate program results. The 
information from the open-ended responses will be used to triangulate the data across 
multiple sources. This will help to identify areas for expanded analysis and variables that 
need to be controlled for analyses. Progress towards goals will be assessed regularly to 
resolve concerns or identify areas for improvement. 

The program will be evaluated gathering the following information:  

1. Quantitative information will be collected from:   
a. Pre and post surveys to demonstrate impact. Survey analysis will help determine 

what should be further explored in the focus groups. 
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b. Participant information will be collected to demonstrate trends in participation.  
2. Qualitative information will be collected from:     

a. Site visit notes 
b. Open-ended questions in focus group  
c. Testimonials  
d. Open-ended questions in surveys 

Logic Model 
Project Goal: The goal of the project is to support at-promise youth (ages 12-19) in 
creating pathways to healthy futures and post-secondary success. 

The logic model shown in Appendix A provides a visual representation of the project 
depicting the logical relationships between the project’s goal statements, 
input/resources, activities, outputs, outcomes and impacts of the project. The logic model 
depicts how the collaborative use of resources and opportunities provides activities and 
trainings that serve to educate and empower youth and enhance the work of CBOs in the 
community. The logic model lists project goals that will be used for accountability to 
ensure results intended for are reached, using results tracking tools such as Results 
Based Accountability (RBA). RBA is a program management framework that shifts the 
focus from the means (how we did it) to the ends (what difference did it make). Tools that 
can be explored include GARE_GettingtoEquity_July2017_PUBLISH.pdf 
(racialequityalliance.org) 

 

 

 

 

 

 

 

  

https://www.racialequityalliance.org/wp-content/uploads/2017/09/GARE_GettingtoEquity_July2017_PUBLISH.pdf
https://www.racialequityalliance.org/wp-content/uploads/2017/09/GARE_GettingtoEquity_July2017_PUBLISH.pdf
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https://www.aecf.org/blog/three-key-elements-of-quality-work-based-learning-programs-for-young-adults?utm_source=The+Annie+E.+Casey+Foundation&utm_campaign=3af544cd4+8-EMAIL_CAMPAIGN_2020_12_13_04_15&utm_medium=email&utm_term=0_cbe3a+a8104-3af544cd48-150851049
https://doi.org/10.1016/j.chc.2010.03.005
https://www.sacramentopromisezone.org/
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Appendix A. Logic Model  
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

1. Public Health Awareness and 
Education in Schools and 
Community (general 
outreach/audience; non-
enrolled)  
a. Public service 

announcements  
b. Social media campaign 
c. Education events  
d. Community education 

events  
e. Community surveys 

 
2. College and career readiness 

skills learning and training 
 

3. Partners 
f. Provide training and 

resources on education of 
underage marijuana 
prevention  

g. Provide training and 
resources on work-based 
learning  

h. Provide fiscal and 
reporting technical support 
and assistance 

i. Provide work-based 
learning experiences to 
youth related to 21st 
century skills and 
college/career readiness 

j. Provide youth with 
education on underage 
marijuana prevention  

k. Connect youth and 
partners to opportunities 
to become advocates of 
the harmfulness of 
underage marijuana 
prevention 

l. Adult mentorship  

Outcomes 
Activities 

Impacts 
Outputs 

Intended Result 

Planned Work 

1. Long Term Youth Impacts  
a. Decreased # / rate of 

youth cannabis users  
b. Decreased # / rate of drug 

related youth arrests / 
citations  

c. Decreased # / rate of 
youth cannabis-related 
disciplinary incidents  

d. Increased youth 
graduation rate 

e. Gainfully employed 
f. Attending college or post-

secondary career 
education 

 
2. Partner Impacts  

a. Increased community 
perception of harm of 
cannabis use  

b. Increase in CBOs 
providing work-based 
learning experience  

c. Increase in CBOs 
integrating aspects of 
prevention of underage 
marijuana use 

1. Youth Development  
Outcomes  
a. Decrease cannabis use  
b. Increase youth perception 

of harmful effects of 
underage marijuana use  

c. Increase protective 
factors/resiliency skills 
(e.g. better choices, 
advocacy, adult confidant)  

d. Increase confidence to 
achieve post-secondary 
goals 

e. Increase in college and 
career readiness skills 

 
2. Partner Outcomes 

a. Increased capacity and 
knowledge to provide 
marijuana prevention 
opportunities  

b. Increased capacity and 
knowledge to provide 
college and career 
readiness skills 

 

1. Public Health Awareness 
and Education in Schools 
and Community (general 
outreach/audience; non-
enrolled)  
a. # of social media 

campaigns  
b. # of target audience 

reached by social media 
campaigns 

c. # of events for underage 
marijuana prevention  

d. # of youth who attended 
events for underage 
marijuana prevention 

e. # of responses to pre 
and post surveys  

f. # of youth receiving 
college and career 
readiness skills 

g. # of hours delivering 
college and career 
readiness skills 

 
2. Partners  

a. # of partners engaged in 
the program and 
trainings 

b. # of staff engaged in the 
program and trainings 

c. # of hours of program 
and trainings 

 
 

 

Outcomes 
 

Impacts Inputs 
1. Financial support  

a. Proposition 64 state 
funding  

 
2. City of Sacramento 

Resources  
 

3. Partners 
a. Public agencies  
b. Network of 

community-based 
organizations (CBOs)    

c. Schools 
 

4. Youth input 
 

5. Staff time  
 

6. Financial management 
 

7. Grant management  
 

8. Evidence-based 
programming 
 

9. Social Media Marketing 
 

10. Quality assurance 
 

11. Data collection, 
monitoring, and evaluation 
and tools 
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Appendix B. Citywide Youth Development 
Plan 
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Appendix C. City of Sacramento Priority 
Neighborhood Map   
Priority neighborhoods were identified in 2015 using a variety of different quality of life 
indicators, including high poverty, higher crime, and underperforming schools, input as 
identified by the Sacramento Housing and Redevelopment Agency Promise Zones.19  
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Appendix D. Project Workplan 
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