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DEVELOPMENT OF A RESOURCE TO SUSTAIN AND STRENGTHEN LOCAL 

WELLNESS INITIATIVES 
 

 

EXECUTIVE SUMMARY 

The purpose of this project was to develop a Web-based resource for school nutrition 

(SN) professionals to focus on communication, leadership and monitoring/evaluation activities 

that lead to successful sustainability and strengthening of wellness initiatives. 

The data collection for the project included two phases: 

• Convene an expert panel to establish consensus for a set of questions related to 

sustainability of local wellness policies (LWP); and 

• Survey a national review panel to confirm the findings of the expert panel.   

The confirmed statements were used to develop both content and format of the resource to assist 

school districts and school sites in evaluating objectives and activities for their LWP. 

The resource was developed as a workbook to engage the district- and school-level 

monitors/evaluators in the development of an effective evaluation program. The content of the 

resource describes the evaluation process as a series of action steps. Each step is 2 - 4 pages long 

and includes background information, tips, and additional information to help the 

monitor/evaluator conduct an evaluation that will be worth the effort. Each step contains an 

example evaluation of an objective carried through the process, starting at selection (Step 1) to 

communication of findings and recommendations (Step 8). The example is designed to help the  
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monitor/evaluator apply the background information to the evaluation. Listed below are the   

eight steps: 

• Step 1: Select an objective/activity to evaluate 

• Step 2: Select your measurement type 

• Step 3: Determine what you will measure 

• Step 4: Select data collection tool 

• Step 5: Collect your data 

• Step 6: Analyze the collected data 

• Step 7: Determine what your results mean 

• Step 8: Communicate your results 

The resource also includes a glossary and a section on Evaluation Aids and Examples that 

includes the following: 

• List of Potential Factors to Measure 

• Example of a Checklist 

• Example of an Observation Form 

• Example of a Survey 

• Example of a Participation Log 

• Evaluation Math 

• Examples of Presentation Slides 

• Resources on Evaluating Local Wellness Policies 

The components of the workbook were designed to lead up to the action plan, which 

describes what the monitors/evaluators are prepared to do. The workbook learning environment 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

10 

supports each learning stage, and the progress toward developing an evaluation plan is 

documented in the workbook. 
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INTRODUCTION 

A local wellness policy (LWP) is required under the Child Nutrition and Reauthorization 

Act of 2004 to improve student health and to provide more healthful environments on school 

campuses (Child Nutrition and WIC Reauthorization Act of 2004). Responsibility for 

developing, implementing and monitoring the LWP initiatives is at the local level in order to 

address the individual school districts’ needs. 

The Team Nutrition Local Wellness Policy Demonstration Project (LWPDP) documented 

the development and early implementation phases of LWPs (Wood, Cody & Nettles, 2010). The 

results of that project included the following key findings: 

• School administrators, staff, and their attributes (i.e., leadership, personal 

commitment, and personal perspective) were the most critical assets in developing, 

implementing and sustaining the LWP. 

• Communication is vital to successful implementation and sustainability of an LWP. 

• Technical assistance is essential to help districts and schools monitor progress and 

report change. 

• Sustainability requires both stability and planned revision to maintain relevance and 

provide continuous improvement. 

The National Food Service Management Institute, Applied Research Division (NFSMI, 

ARD) followed up the LWPDP with a descriptive case study of school nutrition (SN) directors at 

four districts to explore LWP sustainability strategies for middle schools (Osowski & Nettles, 

2011) and a later national survey of SN directors and other school administrators that collected 

information on school district practices designed to sustain LWP initiatives (Osowski & Nettles, 

2012). One focus of the latter study was identification of monitoring/evaluation practices used to 
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measure progress for LWP initiatives. Respondents to the survey identified a need for the 

following training and resources to effectively sustain LWP initiatives: 

• Strategies to monitor and evaluate the LWP activities (54.8%); 

• Checklists to monitor progress or observe activities related to the LWP (47.7%); 

• Professional development/training moduled on LWP monitoring and               

evaluation (41.6%); and 

• Strategies for reporting results to the School Board, media, and community (37.6%). 

Sustainability and strengthening of wellness initiatives both require self-assessment and 

evaluation of progress. Results of the LWPDP and the follow-up NFSMI, ARD survey of SN 

directors and other school administrators consistently report the need for technical assistance in 

monitoring/evaluation of their LWPs. Most school districts participating in the LWPDP reported 

that they had not started, or were not sure how to proceed with, the monitoring/evaluation of 

their wellness policies. The districts also reported that the primary need for technical assistance 

focused on help in monitoring/evaluation of wellness policies. These findings were supported in 

the NFSMI, ARD national survey of SN professionals, where respondents reported the need for 

strategies to monitor, evaluate and report progress toward meeting LWP goals, as well as the 

need for a professional development/training module on LWP monitoring and evaluation.  

Although the Centers for Disease Control and Prevention (CDC) provides technical 

assistance on evaluation to their funded partners and offers some examples of program 

evaluation, these are not specific to evaluation independently developed for local wellness 

initiatives (CDC, 2009). The School Nutrition Association (2011) has technical assistance for 

implementing wellness policy initiatives, but does not offer evaluation resources. According to 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

13 

Agron and colleagues (2010), there is an opportunity for school wellness stakeholders to build 

capacity for training, resources and strategies to monitor and evaluate their wellness policies.  

This project addressed the opportunity described by the LWPDP, the follow-up NFSMI, 

ARD project, and the Agron study to develop a resource to help school districts evaluate their 

own wellness initiatives.  

Purpose of the Project 

The purpose of this project was to develop a Web-based resource for SN professionals 

that would focus on communication, leadership and monitoring/evaluation activities that lead to 

successful sustainability and strengthening of wellness initiatives. The project objectives were 

the following: 

• Develop self-assessment tools for specific characteristics of sustainable wellness 

initiatives, including leadership, communication, and monitoring;  

• Develop sample protocols for evaluating local wellness initiatives, training, and 

action plans; and 

• Validate the tools and protocols through expert review by SN professionals. 
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METHOD 

Research Plan 

The data collection for the project included two phases. The first phase was to convene an 

expert panel to establish consensus for a set of questions related to sustainability of local 

wellness policies (LWP). The second phase was to survey a national review panel to confirm the 

findings of the expert panel. The confirmed statements were used to develop both the content and 

format of the resource to assist school districts and school sites in evaluating objectives and 

activities for their LWPs. 

Informed Consent 

Researchers followed consent procedures established by the Human Subjects Protection 

Review Committee at The University of Southern Mississippi for this project. Expert panel 

members signed an informed consent form to acknowledge their voluntary participation and 

acceptance of any risks or benefits. All reported data are aggregate data, and no identifying codes 

are used to distinguish specific participants, either for the expert panel or for the national review 

panel. National panel members’ completion and return of survey materials served as consent. 

Expert Panel Activities 

The expert panel was composed of ten members: two SN directors, a school district 

wellness policy coordinator, a school district superintendent, two university faculty 

members/project coordinators with experience in both school nutrition programs and evaluation, 

two state agency personnel, and federal partners from the Centers for Disease Control and 

Prevention (CDC) and the Food and Nutrition Service of the United States Department of 

Agriculture (USDA). First, these individuals participated in pre-meeting activities conducted 

electronically to establish their experience in monitoring/evaluation of LWPs and to establish a 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

15 

common vocabulary related to evaluation. These pre-meeting activities were followed by a     

one-and-a-half day, in-person, modified, focus-group session to establish practice and needs 

statements to guide development of the resource.  

The pre-meeting activities were conducted through electronic mail (e-mail). In the first   

e-mail, participants were asked to introduce themselves to each other by providing their names 

and answering the following questions: “Have you tried to monitor or evaluate a wellness 

objective or activity for which you had no appropriate measure? If so, what were you trying to 

monitor or evaluate? What measures, if any, did you consider using?” In the second e-mail, 

participants were asked to use standard definitions to complete an evaluation grid (Figure 1). 

Process measures were defined as measurements that evaluate resources that are available to use. 

Outcome measures were defined as measurements that evaluate a result of an activity, and 

impact measures were defined as measurements that reflect the extent of change in the total 

student/staff/community.  
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Figure 1 

Pre-meeting Activity:  Measuring Implementation of Local Wellness Policy Objectives 
 

Resource to Sustain and Strengthen Local Wellness Initiatives 
National Food Service Management Institute 

Applied Research Division 
 
 

Below is an activity that may be a part of a Local Wellness Policy objective.  Consider how you 

would measure implementation of the activity and complete the grid.  The comment section is 

for you to record ideas beyond the grid.  Please do not spend more than 30 minutes on this 

exercise. 

Activity 1:  Before and after school walk around the track 

What to 
measure 

 

How to make 
measurements 

 

How to 
analyze what 
is measured 

 

What 
standards, if 
any, do you 
measure 
against 

Type of 
measurement:  
process, 
outcome, 
impact* 

Comments 

 
 
 
 
 
 

     

*For the purpose of this activity, consider the following very brief definitions. 

• Process measure – measurement that evaluates resources that are available to use; 
examples include personnel time, facility use, class sessions, supplies, etc. 

• Outcome measure – measurement that evaluates a result of an activity; examples include 
number of miles walked by a student or faculty member, change in endurance, number of 
whole wheat servings selected from a line, opinions (students, teachers, parents, 
community organizations) on what to include in an afterschool program that includes 
physical activity and nutrition education; these may be related to a standard (local, state, 
national) 

• Impact measure – measurement that reflects the extent of change in the total 
student/staff/community population; examples include the total level of participation by 
students/staff/community, the percentage reached of a target goal 
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The National Food Service Management Institute, Applied Research Division (NFSMI, 

ARD) convened the expert panel in Hattiesburg, MS, January 10-11, 2012. Listed below are the 

goals for that meeting: 

1. Reach consensus on statements on strengthening and sustaining an LWP. The areas 

covered by these consensus statements included leadership, communication, 

monitoring (collecting agreed upon information), tools, and evaluation (analyzing and 

drawing conclusions from monitoring information). The expert panel also discussed 

the methods of measuring process measures, outcome measures, and impact 

measures.  

2. Provide input on the content and format of the proposed resource using questions 

asked in a modified focus group (Figure 2). 
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Figure 2 

Focus Group Questions 
 

Resource to Sustain and Strengthen Local Wellness Initiatives 
National Food Service Management Institute 

Applied Research Division 
Expert Panel Work Group Session 

January 10 - 11, 2012 
 

Lead in: The major focus of Local Wellness Programs (LWP) is on reducing childhood obesity.  
Improving general health outcomes may also be a focus of a district LWP. Today we’re looking 
at how monitoring and evaluation function to measure whether we are successfully reducing 
childhood obesity. There are many smaller measures that we can make along the way to measure 
this progress. We may need to step outside of the normal pre-test/post-test of knowledge and 
comprehension to make the best measures of our programming efforts. We’re going to discuss 
this using our framework of  
 

• What to measure; 
• How to make measurements; 
• How to analyze what is measured; 
• What standards, if any, to measure against; and  
• Types of measures (and how to use them). 
 

We are trying to focus on the school/district environment, where the major focus is on 
student learning and resources for monitoring and evaluation are limited.  
 

Question 1:  Please think about what measures are useful in knowing whether a school or district 
is helping to reduce childhood obesity. What comes to mind? 
 
Question 2:  Please think about how measures are made on school campuses and in school-
based programs. How would you describe the process for making measurements? 
 
Question 3: Please think about how data collected in monitoring/evaluating LWP are analyzed.  
What are the processes and products of this analysis? 
 
Question 4:  Please think about using standards as a way of comparing school and district data to 
the greater environment or national goals. How helpful do you think it is to compare school or 
district measures to standards? 
 
Question 5:  Consider process, outcome, and impact measures. What uses do you find for each 
type of measure? 
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Prior to the meeting, participants were sent a form, “Draft Statements on Strengthening 

and Sustaining Local Wellness Policies for Building Consensus.” The specific statements were 

drawn from previous research studies (Wood, Cody & Nettles, 2010; Osowski & Nettles, 2011) 

and from discussions between the researchers. Expert panelists were asked to complete their 

responses and to bring their completed documents to the meeting. At the meeting, they worked 

through the statements as a group to reach consensus. After the meeting, the compiled consensus 

statements and the meeting notes were sent to them for confirmation. Based on notes from the 

expert panelists, small edits were made in the original statements. An additional statement was 

added to the list at the discretion of the researchers, “Reporting the results of monitoring for 

LWP is a responsibility that can be assigned to a committee or a group of individuals.” 

National Panel Activities 

A convenience sample of 100 SN professionals was created, and it included at least one 

professional from each state. These professionals were invited by e-mail to participate in the 

review of the expert panel draft consensus statements, and they were also e-mailed a statement 

about characteristics of a successful resource. The survey included demographic questions on 

region of employment, job category, and experience in working on evaluation of LWP;        

Likert scaled responses on the level of agreement for the draft consensus statements (strongly 

agree, agree, disagree, strongly disagree, no opinion); and Likert scaled responses on the level of 

agreement for the expert panel’s descriptions of a successful resource (very important, important, 

somewhat important, unimportant). The survey was administered through an online survey tool 

(SurveyMonkey®, http://www.surveymonkey.com). Survey responses were accepted for surveys 

that were submitted with incomplete responses, and all percentages reported were based on 

submitted responses. 
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Development of the Resource 

The researchers developed the framework for the resource based largely on the 

characteristics of a successful resource developed by the expert panel and confirmed by the 

national panel. The focus of this development was on a resource that could be available online 

and include self-training, as specified by the panels. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

21 

RESULTS 

Expert Panel 

Abbreviated expert panel responses to the pre-meeting activities are in Figures 3 and 4. 

The range of responses reflected diverse backgrounds and different approaches to evaluation, 

ranging from less participation to experience developing statewide and national programs. Over 

half of the expert panelists reported difficulty determining measures to use in evaluation, or they 

reported not having made measures yet (Figure 3).  

Figure 3 

Examples of Measuring Implementation of Local Wellness Policy Objectives and Activities 
(Responses of Expert Panel Compiled and Edited) 

 
Resource to Sustain and Strengthen Local Wellness Initiatives 

National Food Service Management Institute 
Applied Research Division 

Expert Panel Work Group Pre-meeting Activity 
 

 
Member 

 
Have you tried to monitor or 
evaluate a wellness objective or 
activity for which you had no 
appropriate measure?  If so, what 
were you trying to monitor or 
evaluate? 
If so, what were you trying to 
monitor or evaluate? 

 

 
What measures, if any, did you 
consider using? 

 
1 

 
I can think of several expected or 
proposed outcomes of implementation of 
wellness policies or wellness activities 
that I have found difficult to measure.  I 
will focus on one - how to measure the 
impact of school-based wellness 
initiatives (such as reduction or 
elimination of high sugar 
beverages/foods or the expansion of 
serving whole grain foods in the school 
cafeteria) on the foods served at home.  

  

 
We've tried to get some anecdotal data 
through surveys and interviews but we're 
not sure that this has resulted in valid data.   
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Member 

 
Have you tried to monitor or 
evaluate a wellness objective or 
activity for which you had no 
appropriate measure?  If so, what 
were you trying to monitor or 
evaluate? 
If so, what were you trying to 
monitor or evaluate? 

 

 
What measures, if any, did you 
consider using? 

 
2 

 
The Wellness Committee hosted an all 
district employee health fair. It was the 
spring teacher's institute for our district. 
It was given great attention by 
administration. The attendance and 
verbal comments measured the success 
of the program.  

 

 
I thought a good follow up measure would 
be to look at change in insurance claims, 
repeated blood work results, and change in 
wellness activities in the district. 

 
 

 
3 

 
Truthfully, if I am going to evaluate 
something I try to make sure I have 
appropriate measures.  If I did not have 
the appropriate measures it would make 
it more difficult to evaluate the results.   
For example, we wanted to monitor 
students BMI.   

 

 
We used the BMI standards from CDC.  

 
4 

 
We have tried to measure LWP 
implementation both among a small 
number of schools … and on a state-
wide level and have had difficulties 
finding appropriate measures.  

 

 

 
5 

 
If I were trying to evaluate a nutrition-
related salad lunch potluck type event 
with a name-that-fruit/vegetable fun 
quiz, I would consider using measures 
such as willingness to try new foods, 
new fruits/vegetables tried in the salad, 
liking the new food they tried, increased 
knowledge of various fruits/vegetables, 
change in attitude towards certain 
fruits/vegetables, number of responses 
correct in quiz, willingness to try number 
of fruits/vegetables that appeared on the 
potluck table and the nutrition quiz. 
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Member 

 
Have you tried to monitor or 
evaluate a wellness objective or 
activity for which you had no 
appropriate measure?  If so, what 
were you trying to monitor or 
evaluate? 
If so, what were you trying to 
monitor or evaluate? 

 

 
What measures, if any, did you 
consider using? 

 
6 

 
Although I have not tried to monitor or 
evaluate a wellness objective or activity, 
I have seen school districts struggle with 
monitoring and evaluating their LWP 
initiative as a whole.  

 

 

 
7 

 
This past year we purchased water 
dispensers for our school cafeterias so 
that fresh, chilled water could be offered 
to students at meal times.  

 
 

 
We conducted a survey of cafeteria leads to 
assess the impact of this initiative on a. their 
set-up/tear-down time; b. quantity of 
students drinking water; c. change in 
quantity of students drinking milk.  

 
8 

 
I have not tried to monitor or evaluate a 
wellness objective or activity.  However, 
I would like to have measures to 
evaluate or monitor local wellness policy 
efforts. 

 

 

 
9 

 
… we were interested in both physical 
activity and nutrition aspects of the 
wellness policies. On the physical 
activity side, we wanted to know if 
schools were able to increase their 
average minutes of physical education 
and physical activity, their use of 
physical activity or removal of as 
punishment, and the presence of before 
and after-school physical activity 
programs  

 

 

 
10 

 
No efforts yet. 
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Panelists reported over 21 different measures that they would make to evaluate the 

proposed activity, “Before and after school walk around the track.” Examples of these are in 

Figure 4. Anecdotally, expert panelists reported that they were unfamiliar with the definitions for 

process, outcome and impact measures used in the exercises (Figure 4) and had a difficult time 

making those distinctions. The expert panel recognized that outcome measures and impact 

measures could be the same, if the total potential population was participating in an activity. 

Figure 4 

Measuring Implementation of Local Wellness Policy Objectives and Activities 
(Abbreviated Responses of Expert Panel Compiled and Edited) 

 
Resource to Sustain and Strengthen Local Wellness Initiatives 

National Food Service Management Institute 
Applied Research Division 

Expert Panel Pre-meeting Activity 
 

Activity:  Before and after school walk around the track 

What to measure How to make 
measurements 

How to analyze 
what is 
measured 

What 
standards, if 
any, do you 
measure 
against 

Type of 
measurement:  
process, 
outcome, 
impact* 

 
Steps taken toward 
implementation of the 
activity (responsibilities 
assigned, timeline 
created, resources 
identified, 
communication plan in 
place, etc.) 

 

Interviews with key 
stakeholders; surveys 

Change in status 
over time 

Degree of 
completion of 
implementation 
steps 

Process 

Resources used for 
implementation of the 
activity 

 

Create a list of staff, 
materials, resources, 
costs required for 
implementation and 
monitoring 

Compare to budget 
for activity 

 
 

Percentage of 
resources used 

Process 

Perceived impact of 
program on student 
attendance, ability to 
concentrate in class, 
etc.,  

 

Survey for students 
Survey for staff 

  Impact 
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What to measure How to make 
measurements 

How to analyze 
what is 
measured 

What 
standards, if 
any, do you 
measure 
against 

Type of 
measurement:  
process, 
outcome, 
impact* 

 
Percentage of 
participants in the 
program over time 
1. Students 
2. Faculty/staff 
3. Parents 
4. Class groups 
5. Club groups 
6. Other groups 

Record the number of 
participants time 
(logs or observation) 
compared to the 
number of potential 
participants 

Compare 
participation levels 
at various intervals 
of the program 
over time 

 
Calculate 
participation rates 
and changes over 
time 

 
 

Compare 
participation rates 
with other before- 
and after-school 
programs 

 
Pre-set goals 

Impact 
 
 
 
 
 
 
 
 
 
 

Frequency/consistency 
walked (individual or 
group) 

 

Self-reported log of 
minutes/days walked; 
observation of 
minutes/days walked 

 

Descriptive 
frequencies 

 
Changes over time 

 

National PA/PE 
requirements 
and/or State 
PA/PE 
requirements 

 
Pre-set goal 

 

Outcome/Impact 
 

Distance walked 
(individual or group) 

 
 

Measure distance 
with self-reported 
logs, pedometers, 
number of miles 
measured by # of laps 
completed (and 
assume that a certain 
# of laps = 1 mile, so 
calculate distance 
accordingly 

Descriptive; 
individual tracking 
and analysis 

 
Change over time 

 
Relate to 
something 
significant, i.e., 
walk across the 
USA 

Compare to 
average activity 
for age groups:  
state average, 
national average, 
and school 
average 

 
Pre-set goals 

 
 
 

Outcome/Impact 
 
 

*For the purpose of this activity, consider the following very brief definitions. 

• Process measure – measurement that evaluates resources that are available to use; examples include 
personnel time, facility use, class sessions, supplies, etc. 

• Outcome measure – measurement that evaluates a result of an activity; examples include number of miles 
walked by a student or faculty member, change in endurance, number of whole wheat servings selected 
from a line, opinions (students, teachers, parents, community organizations) on what to include in an 
afterschool program that includes physical activity and nutrition education; these may be related to a 
standard (local, state, national) 

• Impact measure – measurement that reflects the extent of change in the total student/staff/community 
population; examples include the total level of participation by students/staff/community, the percentage 
reached of a target goal 
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The expert panel reduced the number of consensus statements from 65 in the draft list to 

28 (Figure 5), largely by eliminating some statements and consolidating others. Notably, the 

expert panel eliminated all statements relating specifically to school nutrition (SN) directors, 

highlighted the use of district-level wellness committees, and consolidated the 13 communication 

statements into a single statement encompassing all stakeholders and local wellness policy 

(LWP) components. The expert panel recognized the importance of leadership at all levels, and 

they supported shared responsibility for district and school administrators. Although they placed 

primary decision-making on evaluation at the district level, the expert panel specified that all 

levels of administration should support and endorse the evaluation structure, including 

monitoring activities and tools. They also noted that flexibility may be needed for monitoring at 

specific school sites, and that the likelihood of sustainability is enhanced when accountability for 

performing evaluation activities exists at all levels. 

The expert panel described a successful resource using concepts that described both 

content and format. Their primary description for the content of a successful resource was one 

that includes an annotated listing of resources with access information; customizable,         

simple-to-use tools; training; and a list of possible measures and how to make the measures. 

Their format description included the following terms: credible, evidence-based, free,           

user-friendly, reliable, and online. 
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Figure 5 

Consensus Statements from the Expert Panel Meeting 
 

Resource for Sustaining and Strengthening Local Wellness Initiatives 
National Food Service Management Institute, Applied Research Division 

Expert Panel Work Group Session 
January 10 - 11, 2012 

Approved February 3, 2012 
 

Leadership 

1. Sustaining LWP requires that LWP goals be written into the school improvement plan. 
2. Sustaining LWP requires support and endorsement from the school board. 
3. Sustaining LWP requires leadership from the top-level school site administrator, i.e., 

principal. 
4. Sustaining LWP requires leadership of a school site-level wellness committee or another 

established committee that addresses wellness issues. 
5. Sustaining LWP is enhanced when components of the policy are integrated across the 

curriculum. 
6. Decision-making on evaluation of all LWP goals is the responsibility of the district-level 

wellness committee, in consultation with content area experts and the district curriculum 
director. 

7. Content for what will be monitored resides at the district and school site levels and aligns 
with the goals of the LWP. 

8. Decisions on who will perform monitoring activities reside at the district level, i.e., 
superintendent, and at the school site level i.e., principal. 

 
Communication 

9. Sustaining and strengthening LWP requires that goals, activities, results and 
accomplishments be communicated to students, parents/guardians, teachers, 
community/media, school site administrators, school boards and district administrators on an 
ongoing basis. 

 
Monitoring 

10. Monitoring tools are determined by a district wellness committee in consultation with the 
district-level administration. 

11. Monitoring tools are supported and endorsed by district-level administration. 
12. Monitoring tools are supported and endorsed by the school site-level administration after 

district approval. 
13. Monitoring tools may also be determined by a school site-level wellness committee for 

school site-specific wellness initiatives. 
14. Evaluating a LWP is a responsibility assigned to a committee or to a group of individuals. 
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15. Reporting the results of monitoring for LWP is a responsibility assigned to a single 
individual. 

16. Monitoring of LWP requires that information be collected at the beginning of the 
objective/activity and at intervals throughout the school year. 

17. Monitoring of LWP requires use of a district-level standard procedure with flexibility for 
individual school site-level goals. 

18. Monitoring of LWP may include interviewing participants. 
19. Monitoring may include interviews or surveys of the individuals who are implementing the 

LWP. 
20. The likelihood of sustainability is enhanced when accountability measures exist at all levels. 
 
Tools 

21. Tools should have standard components, while still allowing for customization of tools at the 
district, school site, and monitor levels. 

22. Tools should have information on how to pilot test before collecting information (not at 
school site level). 

23. Training on tools and information collection procedures should be provided to monitors at 
the school site level by the district. 

24. The monitoring tool may have a statistical tool built into it that automatically populates 
information to aid in evaluation. 

 
Evaluation 

25. Evaluation of monitoring information may occur at the district and school site levels. 
26. Evaluation of LWP may include using monitoring information to make comparisons over 

time or to a standard value for a goal or activity. 
27. Evaluation of LWP may include using monitoring information to make comparisons to a 

district or school site goal value. 
28. Evaluation of monitoring data may require statistical analysis. 

 

National Panel 

The national panel included individuals throughout the USDA regions, with limited 

representation from the Northeast (8.9%) and greater representation from the Mountain Plains 

(24.4%) and Southeast (22.2%). Of the participants, 68.0% were district-level SN staff, 22.2% 

were state-level SN staff, and others were either school site-level SN staff (2.2%) or university 

faculty members (6.7%). Experience in evaluating LWPs was high, with 80% reporting that they 

“have worked extensively on LWP evaluation” or “have had some direct experience working on 
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evaluation of an LWP.” Most respondents reported having LWP evaluation experience at the 

school-site level (26.7%) and/or at the district level (71.1%). 

The national panel agreed with the expert panel consensus statements over 90% of the 

time. The following statements had the least congruence, with more than 10% of the national 

panel in disagreement with the expert panel: 

• Decisions on who will perform monitoring activities reside at the district level, i.e., 

superintendent, and at the school site level, i.e., principal (11.1% disagree or    

strongly disagree). 

• Monitoring tools may be determined by a school site-level wellness committee for 

school site-specific wellness initiatives (11.4% disagree; 2.3% have no opinion). 

• Reporting the results of monitoring for LWP is a responsibility that can be assigned to 

a single individual (59.1% disagree or strongly disagree; 9.1% have no opinion). 

• Evaluation of monitoring data requires statistical analysis (21.5% disagree or strongly 

disagree; 21.4% have no opinion). 

The national panel largely agreed with the expert panel’s characteristics of a successful 

resource. The following is the rank in order from highest to lowest of characteristics considered 

“very important” or “important” by the national panel: 

• User friendly (100%) 

• Not labor- or time-intensive (100%) 

• Tools are simple to use. (100%) 

• Reliable (100%) 

• Available online (98%) 

• Includes training components (95%) 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

30 

• Training components can be self-delivered. (95%) 

• Credible and evidence-based (95%) 

• Free for users (95%) 

• Tools include built-in analysis feature. (95%) 

• Tools can generate reports that can be edited or customized. (95%) 

• Includes list of possible measures and how to make them (93%) 

• Tools are customizable. (93%) 

• Includes listing of and annotation for existing tools (with links to them) (88%) 

• Includes new tools to fill gaps where tools do not currently exist (88%) 

• Tools do not require formal validation studies at the school site. (89%) 

• Created by a credible entity with a recognizable name (79%) 

These data are consistent with written comments made by national panelists: 

• “Resources and tools need to be kept simple and clear with time allotments/goals.” 

• “PLEASE keep as simple as possible and SHORT.” 

• “Has to be as simple as possible; we have not time to do complex statistical analysis.” 

• “Monitoring tool needs to be simple and efficient.” 

• “Whatever tool that is used has to be incredibly simple and easy to use.” 

Resource Development 

The consensus statements and the characteristics of a successful resource developed by 

the expert panel and confirmed by the national panel guided development of the resource to 

sustain and strengthen LWPs. A workbook to engage the district- and school-level 

monitors/evaluators in the development of an effective evaluation program in a step-by-step 

format framed the resource to make the learning efficient. The content of the resource describes 



Development of a Resource to Sustain and Strengthen Local Wellness Initiatives 

31 

the evaluation process as a series of action steps (Appendix). These steps are explained in the 

resource. Each step is 2 - 4 pages long and includes background information, tips, and additional 

information to help the monitor/evaluator conduct an evaluation that will be worth the effort. 

Within the 2 - 4 pages for each step is an example evaluation of an objective carried through 

from selection (Step 1) to communication of findings and recommendations (Step 8). The 

example is designed to help the monitor/evaluator apply the background information to the 

evaluation. Listed below are the eight steps: 

Step 1: Select an objective or activity to evaluate. 

Step 2: Select your measurement type. 

Step 3: Determine what you will measure. 

Step 4: Select a data collection tool. 

Step 5: Collect your data. 

Step 6: Analyze the collected data. 

Step 7: Determine what your results mean. 

Step 8: Communicate your results. 

The resource also includes a glossary and a section on Evaluation Aids and Examples. The 

Evaluation Aids and Examples section includes the following titles: 

• List of Potential Factors to Measure 

• Example of a Checklist 

• Example of an Observation Form 

• Example of a Survey 

• Example of a Participation Log 

• Evaluation Math 
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• Examples of Presentation Slides 

• Resources on Evaluating Local Wellness Policies 

The components of the workbook were designed to lead up to the action plan, which describes 

what the monitors/evaluators are prepared to do. The workbook learning environment supports 

each learning stage, and the progress toward developing an evaluation plan is documented in    

the workbook: 

• The role of leadership is included in instructions to seek help from the wellness 

committee for making objectives and activities measurable and for having 

measurement tools approved by leadership. 

• Communication is the specific focus of Step 8 in the resource, “Communicate       

Your Results.” 

• Monitoring is the focus of Steps 2-5: “Select Your Measurement Type,” “Determine 

What You Will Measure,” “Select a Data Collection Tool,” and “Collect Your Data.” 

These sections also focus on tool types and selecting/customizing the tools that you 

use. There are examples of checklists, observation forms, surveys, participation logs, 

measuring devices, and administrative records that can be mined as a data source. 

There are also links to free online calculators and survey generators to help monitors 

with their tool development and data analysis. 

• Evaluation includes Steps 6 and 7: “Analyze the Collected Data” and “Determine 

What Your Results Mean”. 

• The primary characteristics recommended for a successful resource have been met. 

The resource will be free and available online. The resource is in a workbook format 

that includes user-friendly, self-delivered training components, such as narrative 
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information, definitions, examples, tips, best practice guidance and additional 

resources that are broken into steps with sections to record action plans to maximize 

efficiency and effectiveness. Tools are simple to use and customizable, and potential 

measures are listed to stimulate thinking at the local level. 

• The resource is a reliable guide based on research of SN professionals and created by 

the National Food Service Management Institute, Applied Research Division, to help 

school personnel with their initial evaluation efforts for LWP. 

The resource does not include automated components recommended for a successful resource, 

because these are beyond the scope of this project. 
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CONCLUSIONS AND RECOMMENDATIONS 

The purpose of this project was to develop a Web-based resource for school nutrition 

(SN) professionals that would focus on communication, leadership, and monitoring/evaluation 

activities that lead to successful sustainability and strengthening of wellness initiatives.The 

project objectives were the following:  

• Develop self-assessment tools for specific characteristics of sustainable wellness 

initiatives, including leadership, communication, and monitoring;  

• Develop sample protocols for evaluating local wellness initiatives, training, and 

action plans; and 

• Validate the tools and protocols through expert review by SN professionals. 

These objectives were accomplished through the following actions:  

• Convene an expert panel to build a consensus structure that considered leadership, 

communication, monitoring, tools and evaluation statements as the core of the 

resource; and to describe characteristics of a successful resource to guide 

development of the Resource to Sustain and Strengthen Local Wellness Initiatives;  

• Confirm the work of the expert panel through review by a national panel of SN 

professionals, with over 90% congruence; 

• Use the guidance from the expert panel and the national panel to develop the 

Resource to Sustain and Strengthen Local Wellness Initiatives as a Web-based, free 

workbook. The workbook will take SN and other school professionals step-by-step 

through an initial evaluation process and records their progress in action steps that 

can be shared and reviewed. 
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As in earlier studies (Osowski & Nettles, 2012; Wood, Cody & Nettles, 2010), the 

consensus statements built by the expert panel and confirmed by the national panel highlight the 

importance of leadership, communication, and evaluation in sustaining and strengthening a local 

wellness policy (LWP). Evaluation is the gear to drive continuous improvement. It connects the 

activities supported by leadership to meet LWP goals and the information needed to show the 

progression toward those goals through communications to stakeholders. Data from this project 

continue to document that monitoring and evaluation are considered time-consuming and 

difficult to accomplish and that there is disagreement over how monitoring tasks should be 

assigned. Specific findings from this project include the following: 

• There is agreement that evaluation is a shared responsibility, which includes district 

administrators, school-site administrators, and district- and school-site wellness 

committees. 

• Communication to all stakeholders is key to sustaining and strengthening LWP. It is 

important that stakeholders be kept informed of LWP goals, activities, results         

and accomplishments. 

• Monitoring tools are primarily determined at the district level and are endorsed and 

supported at all administrative levels. 

• The role of monitoring is not clearly established at the district or school-site level.  

The tasks associated with monitoring are on-going, may be time-consuming, and 

require a diverse research and communication skill set. While the expert panel felt 

that the responsibility for monitoring could be assigned to an individual, the national 

panel disagreed and reported that it should be assigned to a committee or group of 

individuals, possibly recognizing the diverse skills needed for successful evaluation 
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and the likelihood that these tasks would be in addition to other tasks assigned to 

professionals in smaller school districts and for school sites. 

• Complex analysis is not expected for evaluation of LWP at the district or           

school-site levels. 

Having this Web-based resource available as a workbook guide for initial evaluation of 

LWP objectives and activities will, hopefully, encourage more districts and school sites to begin 

their monitoring and evaluation activities. The workbook itself can be used as an individual or 

group training tool, as a planner for wellness committees and other groups to develop their 

evaluation plans, and as a record of progress for successive individuals/groups who continue the 

initial evaluation efforts. Knowing the progression toward meeting LWP goals can be a driving 

force behind continuous improvement to improve LWP goals and to increase impact of LWPs. 

There are several limitations to the project that can be addressed in future efforts. First, 

users have not evaluated the workbook. While it was developed to meet the requirements 

expressed by the expert panel and the national panel, it has not been implemented. Users can be 

surveyed to determine what improvements and additions are needed. 

While the expert panel and national panel noted that automated tools would be desirable, 

this development was beyond the scope of this project. Future projects might focus on 

developing automated tools for several specific objective/activity types that are common among 

LWPs. This list of specific objectives and activities could be determined by review of LWPs or 

by expert panels. There are likely many commonalities among LWPs, since many were 

developed following state guidelines or recommendations from professional groups (Wood, 

Cody & Nettles, 2010). 
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This resource was developed to help small to medium-sized local school districts and 

school sites with their initial evaluation efforts of specific objectives and activities.  It does not 

focus on the more global evaluation of total LWP.   

Ongoing marketing of the resource through professional networks should be done to let 

potential users know of its availability. The resource will also need to be maintained and updated 

once it is available online. 
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