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Chapter 5: Measure and Improve
From Activity to Impact — How to Track What Works and Why

Introduction: Don’t Just Do. Learn from Doing.
In Chapter 4, you built your volunteer team. Now, it’s time to find out what’s  

working and why.

Chapter 5 focuses on Quadrant 3: Measure & Improve, helping you reflect on your 

engagement activities, collect meaningful data, and use feedback to strengthen  

future engagement. Whether you’re hosting a single classroom visit or a multi-week 

internship, measurement ensures your work leads to real, lasting impact.

Many businesses skip measurement, assuming schools will handle it. In reality, 

tracking outcomes is one of the most powerful strategies you can use to strengthen 

and sustain partnerships.

“We thought we had a strong 

internship pipeline — until we 

looked at the data. That insight 

helped us rethink the structure 

and led to something better.”

Scott Wentz 
President 
True Homes

“The more we started asking 

volunteers and students for feed-

back, the easier it was to adjust. 

We stopped guessing and started 

improving.”

Myles Cardenas,  
Land Planning and  
Development Manager 
Taylor Morrison

“We started tracking how many 

of our presentations turned into 

real opportunities for students. It 

helped us know where to double 

down—and what to stop doing.”

Jake Kennedy 
Program & Partnership Manager 
Builders Bridge

Whether you are hosting a single tour or coordinating a yearlong series of engagements, measuring success ensures your 
efforts lead to real, lasting change.

Field Insight + Tip
Tracking Is Harder Than Expected 

“We thought it’d be easy to measure our impact, but we lost track of students’ post-program.  

I wish we had a tracking system from the start.” 

— Scott Wentz, President, True Homes

Tip: The Mentorship Coaching Prompts tool in Chapter 7 offers more questions and tips.
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From Engagement to Evidence: Why It Matters
Tracking results can feel like an extra task, but it is one of the most powerful ways to build credibility and longevity for 

your educational partnership. Measuring impact allows you to:

•	 Make data-driven decisions that improve future activities

•	 Show your value to internal and external stakeholders

•	 Advocate for resources like funding, time, or team participation

•	 Demonstrate ROI to leadership and partners

•	 Build buy-in with company volunteers and educators

What to Measure and Why It Matters
So, what should you track? The key is to focus on a few categories that give you a clear picture of both reach and results. 

Here is a breakdown to help guide your approach.

You’re already putting effort into recruiting and prepping volunteers. Collecting their feedback ensures 
that your efforts keep getting better and more rewarding over time.

Category Examples

Participation Number of students, volunteers, and educators involved in each activity

Equity Insight 
Disaggregate participation data by grade level, gender, race/ethnicity, or school site. Doing so 
helps you uncover who is being reached, and who is being left out. That information can help 
make your engagement more inclusive and impactful.

Engagement Quality Volunteer feedback, student participation levels, educator satisfaction

Learning Outcomes Student understanding of careers, knowledge of industry skills

Activity Reflection Tool % of students who show increased interest, apply for internships, get hired

With a clear sense of what to measure, the next step is deciding how to collect that information. The good news? You don’t 

need complex processes and tools to get started. Below are three simple tools that make tracking easy and actionable.

Pro Tip If you’re new to tracking, start with just one survey such as a quick exit ticket for students or a 
simple check-in form for volunteers. It doesn’t have to be perfect to be powerful.
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Tools to Track and Improve
Now that you know what to track, here’s how to do it  

efficiently and effectively.

1. Quick Surveys
•	 Student pre- and post-surveys (awareness, interest, 

confidence)

•	 Volunteer surveys (preparedness, engagement,  

suggestions)

•	 Educator surveys (classroom relevance, integration ideas)

2. Debriefs and Interviews
•	 Ask educators: What worked? What didn’t?

•	 Invite volunteers to reflect: Would they do it again?

•	 Use these conversations with educators and volunteers  

to document lessons learned.

3. Activity Impact Tracker
•	 Create a simple spreadsheet or shared document to 

record key engagement metrics over time.

Activity Date # Students # Volunteers Key Outcomes Notes

Site Tour 03/12/25 24 3 2 students applied for 
internships

Excellent student questions

Guest Speaker 04/09/25 40 1 90% said they learned 
something new

Use visuals next time

Student Internship Summer ‘25 10 5 4 hired full-time Promote earlier next year

Field Insight:  
“If we have 100 students on a job site 

(worksite tour) and five of them tell us 

they’re interested, that’s the data. The HIT: 

Home Immersion Tour (worksite tour)  is 

about exposure — casting a wide net so we 

can find the few who are truly ready to take 

the next step.”   

—  Jake Kennedy 
      Program & Partnership Manager 
      Builders Bridge

Pro Tips Make It Easy with Simple Tech
Don’t let tech become a barrier. Use low-lift tools like Google Forms, SurveyMonkey, or even a 
shared Excel or Google Sheet to track data across your team. These options are free, easy to 
share, and don’t require special software skills.

Turn Data into Stories
Turn your impact data into a simple 
visual (like a bar graph, slide, or 
infographic) to help leaders and 
partners quickly see your progress. 
A well-designed chart can say more 
than a paragraph, and it’s easier 
to share in meetings, emails, and 
reports. Here is an example. 
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Common Traps and How to Avoid Them
Even with the right tools, it’s easy to fall into common traps. Here are a few mistakes to watch for and what you can do to 

avoid them.

Traps Try This Instead

Surveying only students Add educator and volunteer feedback for a holistic view.

Waiting until the end of the year 
to evaluate

Build in quick reflection after each activity.

Measuring just attendance Ask what students learned and how it changed their mindset or choices.

Assuming your partner is doing 
the tracking

Share the responsibility. Consider co-creating a shared tracker or dashboard.

Sample Survey Questions
For Students:

•	 What jobs in construction are you now aware of?

•	 Did today’s activity change your interest in the field?

•	 What was the most helpful or interesting part?

For Educators:
•	 How well did this support your curriculum?

•	 What would improve future industry engagement?

For Volunteers:
•	 How prepared did you feel?

•	 Were students engaged?

•	 When students responded, how did it make you feel?

•	 Would you do it again?

Field Insight:  
“We started tracking how many presenta-

tions led to real student opportunities.  

It helped us know where to double down, 

and what to stop doing.” 

—  Jake Kennedy 
      Program & Partnership Manager 
      Builders Bridge

Pro Tip
Close the Loop. 
Always share back a quick summary of feedback or outcomes with volunteers and partners.  
It builds trust and encourages continued participation.
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Turning Data Into Action
So far in this chapter, you’ve gathered some useful insights and tips. Now, here are some ways that you can apply them.  

When you use feedback to refine your approach, small shifts can lead to big gains. The following case study from Madison 

HBA shows how tracking student engagement, volunteer input, and teacher preparation helped transform a one-time 

event into a repeatable, high-impact model.

Case in Point: Madison HBA's  
Career Day Walkthrough (Worksite Tour)

The Madison HBA has grown its custom-designed “worksite tour” 
to over 400 students representing 15 schools. What’s key to their 
success? They track everything including:

•	 Pre-event prep activities with teachers.
•	 Student reflections.
•	 Volunteer feedback. 

Impact Tracked Over Time:

•	 Repeat participation from schools
•	 Increase in student-led questions
•	 Employers report stronger job candidate pipelines

Check out the Career Day Engagement Activity including a wealth of 
materials and samples Madison HBA uses prior to, during, and after  
this activity. 

“Sometimes it’s less about 
planning and more about 
presence — just showing  
up, shaking hands, and 
listening. That’s where the 
trust starts.”

Chad Lawler, 
Executive Director 
Madison Area Builders Association

Check out the Worksite Tours  
Engagement Protocol by visiting  
https://bit.ly/NAHBPartnershipTools  
or scanning this QR Code. 

Pause & Reflect 
Are you measuring what matters?

•	 Are we collecting input from all voices including students, volunteers, and educators?
•	 What data do we already have, and what is missing?
•	 How are we using what we learn to adjust our next activity?
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Ready to Go Deeper?
Once you have built a strong foundation of tracking and reflection, it’s time to level up. Here are three ways experienced  

partnerships use data to drive bigger decisions and strengthen long-term impact: 

Experienced partners

•	 Analyze year-over-year trends to identify progress or gaps
•	 Align impact metrics with district or regional workforce goals
•	 Use the insights gained to advocate for new investments, staff capacity, and/or expanded programming

Know Your Future Workforce
From Data to Decisions: Preparing for Gen Z Talent
Understanding more about who your future workforce is can guide what you measure. Here is what we know about Gen Z  

in the construction industry:

•	 As of 2022, Gen Z (born between the mid-1990s and early 2010s) made up 16.8% of the U.S. construction workforce. 
That is up from 9% in 2015.

•	 The share of workers aged 25 and under rose to 10.8%, suggesting Gen Z is entering the industry faster than  

Millennials did at the same age.

Source: Eye On Housing:  

https://eyeonhousing.org/2024/06/more-gen-z-entering-the-construction-industry/

Experienced partners

•	 Rising college costs make trade careers more appealing.
•	 Competitive wages attract those looking for debt-free earning potential.
•	 Job stability meets growing demand for skilled workers.

•	 Tech innovation draws Gen Z’s digital-first mindset.

But there’s still a gap to fill
In 2024, the construction industry needed an additional 501,000 workers, with another 454,000 required in 2025 —  

a shortfall worsened by an aging workforce (1 in 5 workers are 55+). 

Source: ABC News Release:  

https://www.abc.org/News-Media/News-Releases/abc-2024-construction-workforce-shortage-tops-half-a-million

To address this shortfall, organizations like the Associated Builders and Contractors (ABC) are expanding access to 
 career pathways including:

•	 Over 800 apprenticeship and education programs.

•	 More than 450+ registered apprenticeships across 20+ occupations.

Source: ABC News Release:  

https://www.abc.org/News-Media/News-Releases/abc-2024-construction-workforce-shortage-tops-half-a-million

In summary 

Gen Z is showing growing interest in construction careers, but without sustained investment in education, outreach,  

and engagement, the industry will not meet its workforce needs. That is why every student interaction and every piece of 

feedback you gather plays an influential part in shaping the future.
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Conclusion: Measure to Improve, Not Just to Report
Strong partnerships evolve. By embedding measurement into your routine (not as a compliance item but as a learning tool)  

you will create smarter, stronger, more sustainable engagement. The goal isn’t to prove. The goal is to improve. Build your 

system early, keep it focused and simple, and use what you learn to power what comes next.

Next Up: Chapter 6 – Advice from Experienced Partners
Learn from those who have been there, real stories, challenges, and lessons learned from business leaders who have built 
successful partnerships with education.

Pro Tips Make It Mobile-Friendly
When designing student or volunteer surveys, use short, simple questions and make sure 
they’re accessible on a phone. You’ll get higher response rates and better data.

Look for Leading Indicators
Don’t wait until the end of the year. To gauge what is working early on, track small signals 
like increases in student questions, teacher engagement, or repeat volunteer interest. 


