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Executive Summary 
PAAR’s ongoing support of coaches, along with their credibility in the community, acts as a 
driving force towards successful implementation of Coaching Boys Into Men (CBIM).  

Over a period of two years, PAAR prevention staff worked with a program evaluator, using a 
developmental evaluation approach  to collect locally-generated data to develop insight and make 1

decisions about how to support CBIM implementation.  This report summarizes the lessons learned. 

Findings 
Implementation of CBIM is perceived as valuable 
by coaches involved in this study, helps to shape 
the way athletic seasons unfold, and leads to 
observable changes in team dynamics and/or 
student-athletes.  Furthermore, coaches described 
the personal interactions with student athletes as 
rewarding, and were satisfied with the support 
services that PAAR provided. 

Over the course of this project, it was more 
common for a coach to say “no, thanks,” than to 
commit to implementing the CBIM program.  Once 
coaches do agree, though, evidence suggests that 
the team context and the pre-existing relationships 
minimize the amount of work needed for coaches 
to build rapport and/or earn trust from the target 
audience of the prevention messages — their 
players.  Coaches report that the messages on the 
cards are easy to deliver, and the discussion-
based format provides its own feedback loop so 
that coaches can see differences in their athletes’ 
thinking. 

Coaches who have used the CBIM cards for at least 
one season revealed attitudes that are consistent 
with a community readiness stage 7.0, called 
stabilization.  At this stage, prevention activities 
have been implemented, and efforts focus on 
keeping activities ongoing. Towards those ends, 

coaches report that training, site visits, email 
communication, and  
informational resources (print, video, etc.) are 
particularly helpful forms of individualized 
assistance for future seasons. 

Recommendations 
To support stabilization of CBIM, PAAR should plan 
strategic actions aimed at deepening community 
commitment.  First and foremost, results support a 
continuance of the coach-the-coach model of 
supporting early adopting coaches in Allegheny 
County’s high schools. 

Furthermore, data collection efforts should be 
expanded.  While documenting initial changes in 
coaches is critical, understanding the motivation 
and experiences of early adopting Athletic 
Directors and providing evidence of the value of 
CBIM for students can sustain future efforts to 
take the program to scale.  

Finally, another layer of prevention strategies aimed 
at changing community norms or messages may be 
needed to stabilize CBIM in school communities.  
Policy changes and using traditional and social 
media to amplify a public dialogue about the 
possibility of prevention are particularly 
promising options for lasting community 
change. 

 Patton, M.Q. (2010). Developmental evaluation: Applying complexity concepts to enhance innovation and use. New 1

York: Guilford Press. ISBN 978-1-6091-8091-1. 
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Project Overview 
The purpose of this project was to generate practice-
based evidence about “what worked” when sexual 
violence prevention advocates tried to mobilize a 
critical mass of high school coaches to implement 
Coaching Boys Into Men.  

Coaching Boys Into Men (CBIM) is a prevention program 
developed and supported by Futures Without Violence .  
The program is delivered by coaches to their male athletes 
and works to change coaches, athletes, and the broader 
“locker-room” culture.  Over the course of a season, coaches 
and their athletes engage in conversations about topics 
ranging from respect to consent to bragging about sexual 
reputation.  Research suggests that, when implemented 
correctly, the CBIM program is effective in reducing risk 
related to sexual violence perpetration.   2

Pittsburgh Action Against Rape’s (PAAR) work with CBIM is 
a story of diffusion of innovation,  in which an organization 3

with a history of prevention success in the community 
leveraged their expertise and credibility towards the long-
term goal of widespread implementation of CBIM 
throughout Pittsburgh.  PAAR contracted Dr. Sharon M. 
Wasco to provide evaluation support to the project. 

Figure 1. The Public Health Model. 

 Miller et al. (2012) Coaching boys into men:  A cluster-randomized controlled trial of a dating violence prevention 2

program. Journal of Adolescent Health, 51, 431-8.  doi: 10.1016/j.jadohealth.2012.01.018.

 Rogers, E.M. (2003). Diffusion of Innovations, 5th Edition. New York: Simon and Schuster.  ISBN 978-0-7432-5823-4.3
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PAAR’s Implementation 
Study Focuses on the 
Final Step of the Public 
Health Model 

In prevention, the phrase “scaling 
up” is the final step of the public 
health model — assure widespread 
adoption — shown below.  Because 
there are relatively few tested 
prevention strategies in sexual 
violence prevention, not much is 
known about assuring widespread 
adoption. 

The primary purpose of this 
evaluation project was to document 
and learn how to identify and 
support high school coaches who 
adopt use of CBIM with their teams.   

Coaches who participated in the 
project were understood to be early 
adopters (EAs) of this innovative 
sexual violence prevention program.

http://www.ncbi.nlm.nih.gov/pubmed/23084163
http://www.ncbi.nlm.nih.gov/pubmed/23084163
http://www.coachescorner.org
https://www.futureswithoutviolence.org
http://paar.net
http://www.simonandschuster.com/books/Diffusion-of-Innovations-5th-Edition/Everett-M-Rogers/9780743258234


What is Effectual Reasoning? 
According to the society for effectual action, effectual reasoning is a type of human 
problem solving that uses a common logic to solve problems in the highly 
unpredictable start-up phase of a venture.  The purpose of effectuation is to reduce 
failure costs for entrepreneurs. 

A Shift in Thinking 

Whereas the first three steps of the public 
health model— define the problem, identify risk 
and protective factors, and develop and test 
prevention strategies — rely on controlled 
research designs and causal reasoning, the 
last step — ensure widespread adoption — 
requires a shift in thinking.  The primary task 
is “selling” new ideas, beliefs, behaviors, or 
social policies to targeted groups.  Public 
health professionals have for years adopted 
practices from the sales and marketing world — 
focus groups or social marketing, for example 
— to distill and deliver prevention messages.  
As the PAAR team entered relatively new 
territory of attempting to assure adoption, or 
implementation, of CBIM; the worlds of 
business and marketing had a lot to offer.   

Two contributions from these fields were 
helpful to this evaluation:  first, the diffusion of 
innovation theory; and second, 
understanding entrepreneurship and 
effectual reasoning.   

The diffusion of innovation theory was helpful 
in better understanding the target of program 
efforts — coaches of male student-athletes — as 
early adopters (EAs).  EAs watch and follow 
innovators on the cutting edge. They, too, are 
visionaries and risk takers so the unknown 
appeals to them and they are continuously 
looking for new opportunities. Because EAs 
tend to be leaders and role models in their 
social settings, their positive appraisals of the 
innovation (here, CBIM) can serve as a “stamp 
of approval” that reduces risk for the early 
majority and helps spread acceptance of the 
innovation. 

Figure 2. The Diffusion of Innovation Theory Defines Early Adopters as The First 15%  
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Not only did this project require  PAAR to identify a somewhat elusive 15% of EAs in the Pittsburgh 
area, it also required selling a “new product” — CBIM — in a “new market” — male athletic coaches in 
the world of organized sports.  Taken together, these are classic social entrepreneurial conditions 
with much inherent uncertainty.  Social innovations, like strategies to get athletic men to commit to 
ending sexual violence, are “developed in a space in which the future is not only unknown, but 
unknowable.”  According to research on entrepreneurs,  social innovators shape the unknowable 4

future with principles described below. 

Table 1. Effectual Reasoning is an Alternative to Causal Reasoning  5

Principles of Effectuation Causal Reasoning

Bird-in-hand.  Start with your means: who I 
am, what I know, and whom I know. Imagine 
possibilities that originate from your means.

Pre-set goals or opportunities 
Causal reasoning works inversely by 
assembling means after a goal is set.

Affordable loss.  Limit risk by understanding 
what you can afford to lose at each step.  
Choose actions where there is upside even if 
the downside ends up happening.

Expected return 
Causal reasoning first targets a return, then 
works to minimize associated risk.

Lemonade.  Invite the surprise factor. Instead 
of making “what-if” situations to deal with 
worst-case scenarios, examine “bad” news for 
clues to create new markets.

Avoiding surprises 
Causal reasoning works to minimize the 
probability of unexpected outcomes.

Patchwork Quilt.  Build partnerships with 
self-selecting stakeholders. By obtaining pre-
commitments from key partners early on, you 
co-create with interested participants.

Competitive analysis 
Causal reasoning presumes that competitors 
are rivals to contend with.

Pilot-in-the-plane. Focus on activities within 
their control. An effectual worldview is rooted 
in the belief that the future is neither found 
nor predicted, but rather made.

Inevitable trends 
Causal reasoning accepts that established 
market forces will cause the future unfold.

 Sarasvathy, S.D. (2001).  Causation and effectuation: Toward a theoretical shift from economic inevitability to 4

entrepreneurial contingency.  Academy of Management Review, 26, 243-263.  doi: 10.5465/AMR.2001.4378020

 Adapted from  The Five Principles and the Effectual Cycle Copyright © 2011 The Rector and Visitors of the University of 5

Virginia 
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http://amr.aom.org/content/26/2/243.abstract
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PAAR Prevention staff were engaged in many wide-ranging and trial-and-error activities to increase 
implementation by coaches.  They recruited coaches in middle schools, high schools, and college 
campuses.  The staff themselves implemented CBIM with their own high school teams or other high 
school teams they had access to.  They hit the pavement and the phones to “sell” the CBIM cards to 
coaches in their personal and professional networks.  They served as train-the-trainer faculty, 
participated in A Call to Men Summit, NO MORE awareness-raising campaigns, and many 
additional prevention and outreach activities.  PAAR distributed more than 100 sets of cards via 
face-to-face meetings; and trained over 2400 coaches.  This evaluation targeted only a subset of the 
CBIM work that took place during this period:  high school implementation.   

Table 2. Implementation Trials 

The work unfolded as a series of trial-and-errors, so the activities will be described as 
implementation trials.  The remainder of this report will focus on Implementation Trials 2 and 3.  

Implementation Trial:  

What Was Done?

Evaluation Methods:  

What Was Observed?

Major Findings:  

What Was Learned?

1) PAAR Coach implements 
CBIM with another coach’s team 
in a partner school from a PAAR-
sponsored prevention project.

No formal evaluation.  
Experiential evidence from 
this implementation was 
used to create a logic 
model. 

• School-based Coach and PAAR Coach 
successfully co-facilitated the CBIM 
program 

• Host school and coach were unable to 
sustain past PAAR’s involvement

2) PAAR Coach implements 
CBIM with his own team. 

Evaluator simultaneously 
“coaches” & collects data from 
PAAR Coach.

Case study (n=1) with 
structured debriefing calls; 
qual & quant data. 

• Any given athletic season can be full of 
ups and downs; and winning matters 

• Hard to implement from assistant 
coach position 

• Commitment may not increase in a 
linear fashion

3) PAAR Coach recruits “early 
adopters” (EAs) from WPIAL.  

WPIAL Coaches implement 
CBIM with their own teams.  

PAAR Coach provides Train the 
Trainer & Coach the Coach.

Multiple case study (n=6) of 
CBIM champions with 
surveys and exit interviews; 
qual & quant data.

• High school athletic programs have 
large, complicated, and hierarchical 
structures 

• Support from Athletic Directors & 
Superintendents facilitates CBIM 
adoption and implementation 

• The majority of school settings are “not 
ready” to implement CBIM 

• Coach-the-coach support is valuable 
• Champions experience wins 
• Sustainability and expansion is 

possible
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What is Developmental Evaluation?  6

“Developmental evaluation (DE) aims to meet the needs of social innovators by 
applying complexity concepts to enhance innovation and use.”  
DE brings to innovation and adaptation the processes of asking evaluative questions, applying 
evaluation logic, and gathering and reporting data to support project development with feedback.  
The DE activities reported here have implication not only for the CBIM strategy, but for the broader 
work of engaging men and boys, which is a primary prevention strategy that has been prioritized 
by the Centers for Disease Control and Prevention, the Office of Violence Against Women, the 
United Nations, and the International Center for Research on Women. 

The Nature of Innovations 

“Innovations are different from standard 
projects and programs.  Innovators are often 
different from people implementing typical 
programs.  Innovators are not always sure 
where they’re heading, so they resist being 
boxed in by concrete, pre-set targets. They’re 
propelled into action more by vision than by 
clear, specific and measurable outcomes.”   7

In response to the question, what would 
success look like in ten years?, program staff 
replied: “PAAR would be featured on ESPN’s 
Outside the Lines” and “every coach in the 
Western Pennsylvania Interscholastic Athletic 
League (WPIAL) would be implementing 
CBIM.”  PAAR’s vision of regional change 
placed the project at a systems level:  
coaches and teams within athletic 
departments within school districts within 
athletic leagues.  And, by definition, systems 
are complex.  

The Nature of Complexity 

“Complex situations challenge traditional 
evaluation practices. Complexity can be 
defined as situations in which how to achieve 
desired results is not known, key stakeholders 
disagree about what to do and how to do it, 
and many factors are interacting in a dynamic 
environment that undermine efforts at control, 
making predictions and static models 
problematic.”  8

Evaluation questions did not focus on learning 
whether the CBIM program led to changes in 
athletes, but rather on understanding how to 
develop a support system for coaches as 
change agents.  Are there ways to identify 
those coaches most like to be early adopters of 
CBIM?  How can PAAR increase coaches’ 
commitment to sexual violence prevention?  
How can PAAR promote coaches’ effective 
delivery of CBIM to their teams? 

 Patton, M.Q. (2010, July 26). Michael Quinn Patton on Developmental Evaluation. [Web log post]. Retrieved from http://6

aea365.org/blog/michael-quinn-patton-on-developmental-evaluation-applying-complexity-concepts-to-enhance-
innovation-and-use/ 

 Ibid7

 Ibid8
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Two analogies found online help describe the concepts of Effectual Reasoning and Developmental 
Evaluation, and provide contextual information to understand the rest of the report: 

Developmental Evaluation as “Road Trip Advisor” 

A Road Trip is something that is more than just traveling from Point A to Point B, rather it is a journey.  
Trip Advisor is a resource that compiles user-generated content (experiential evidence) to describe 
various destinations and accommodations.  DE is like combining these two ideas into Road Trip 
Advisor to document the journey along the way, share what you learn with others, and continue to 
learn and revisit your notes — while integrating what notes others have made (e.g., research papers, 
journal articles, evaluation reports).  Road Trip Advisor would inform a journey that has a general 
destination, but with no single path to it.  Along the way, the evaluator, program staff, and other 
interested stakeholders systematically document the decision-making process, the outcomes or 
events connected to those decisions inasmuch as one can draw such linkages, and dialogue with 
the program team about what she or he or they are seeing, sensing and experiencing.   

See:  https://censemaking.com/2011/11/19/what-is-developmental-evaluation/ 

Effectual Reasoning like an “Iron Chef” competition   

The researcher behind the concepts of effectuation, Saras Sarasvathy, distinguishes effectual 
reasoning from causation by talking about two ways a professional chef might cook a meal for a 
fund-raising event.  First, the client might chooses a menu in advance; and the chef would prepare 
this menu by looking for the right ingredients and following the recipes to make the dishes.  This 
would be causal thinking.  In the effectual process, the client would not ask for a specific menu, but 
he asks the chef to make something with the ingredients available. The chef would chooses one of 
the many different meals he is able to make with the available ingredients.   

See: https://en.wikipedia.org/wiki/Effectuation 

For prevention initiatives that work at the community or societal level, a corresponding jump 
beyond individual-level theories of learning, attitudes, and behavior change are necessary; and 
theories from academic and professional fields such as business, marketing, economics (e.g., game 
theory, social capital) and complexity science become increasingly important in understanding 
change at this level.  Developmental evaluation is an alternative to the formative or summative 
evaluation approaches and is consistent with the emergent nature of pioneering prevention 
strategies. 
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Hallmarks of PAAR’s Approach 
Three innovative and valuable aspects of PAAR’s CBIM Project shaped the success 
of the project. 

Characteristic to a community-based approach to prevention, PAAR’s CBIM efforts worked on many 
levels including forming important alliances with funders, researchers, and sister organizational in 
the community; making significant changes to their own organizational prevention practices; 
accessing networks and structures within their target population; and putting in the face time 
necessary to develop personal relationships with individuals.  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Give Men Wins 

The commitment to build organizational capacity to 
support the primary prevention strategy of Engaging 
Men & Boys.

Coach the Coach 

The addition of an innovative model of technical 
assistance to supplement conventional train-the-trainer 
activities.

See the Big Picture 

The application of a systems-based approach to this 
work to understand the goal of citywide and regional 
change.


