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A new perspective of success
At JA Portugal our ambition is to redefine what impact and success
mean internally, in order to understand how we can better nurture
and support Generation Z entrepreneurs.
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Testimonial
Joao Pedro Tavares
This is not just another Annual Report. If it was just
one more between so many others, it would be nevertheless very valuable. In fact, I often take a look at
some of the past reports and revisit the organization’s
story for the last 10 years. They are all different, all
unique. As a starter, the pictures are completely diverse. The moments. The smiles. There we can see
youngsters who are now adults. We can find students
who are now working, but always looking for ways to
make a difference, to generously change the world
with commitment using their most inner sources of
energy and focused in learning.
Like all the others, this report is unique. But this one
in particular is special for a reason – it’s an Impact
report. And it is possible because we have developed
and implemented a new impact measurement system
of our own. We already knew that our mission has
a huge impact. But now we decided to measure it
and evaluate and understand how we are fulfilling
our outcomes. We don’t want to be mere factories
of producing educational programs but, more than
that, we aspire to positively transform the lives of
young people and by doing that, transform society as
a whole. We want to be a sign of hope in the future.
Many of our students will certainly be our volunteers
of tomorrow because they have the drive of citizenship and the will to give back to society. We were able
to confirm that.
Many of tomorrow’s entrepreneurs have attended our
programs. Not only young people, but also teachers
and volunteers.
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We will keep on innovating on new and transforming
learning experiences in the future. We will propose
new topics and dynamics. We will challenge young
people for a world in constant change with new technological demands. We will do our best to answer
our supporters’ requests and suggestions, in order to
help them achieve their missions and goals, with both
societal and economical added value. To them we
express our deepest gratitude for always believing in
the value we create and the wish that, with this report,
they can clearly understand how their support is key
for this mission that we are building together as we
go.

But a team that always kept their sense of mission,
their purpose, the focus on serving and achieving.
They are not the last. They are the first to show up, to
create, to be there.

My last words go to all who are behind the stage
working everyday to make all this possible. A team
which was significantly renewed these last 12 months.

For all of this, I am thankful as I recognize how this
mission was so important for me in all the time I
served this organization.
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Testimonial

Frederico fezas vital
When we speak about impact, we do not speak
about the number of students involved in our programs, nor about the teachers who were active on
mobilizing their classes and neither do we measure
the volunteers who gave their time, effort and dedication to serve the Junior Achievement’s mission. We
also don’t focus on the quality of the contents (which
should e assumed as part of our activity). Although
all these are very relevant, when we talk about impact we talk about the ability that our programs, the
experiences we develop and the way we manage our
proximity with schools and students, have to transform their perceptions and visions and, as a consequence, the rational framework and ultimately their
actions. And this is valid not only for students, but
also for teachers, volunteers and all the people that
one way or another are touched by what we do.
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Out Theory of Change is based on the strong conviction, validated by almost 100 years of JA Worldwide’s mission, that acquiring some key skills that are
not being conveyed by schools on the regular curriculum in schools will definitively contribute to increase
their range of personal and professional options for
the future and therefore to increase the probability of
a better quality of life and self-satisfaction. These
skills are, at their core, those that we have chosen to
design our impact evaluation matrix (E-Special) for
“The Company” Program in order to assess if there
is an effective progression in the way students develop them and to quantify the exact measure of this
progression. And this is the step forward we aim to
embrace by having developed this new impact measurement methodology and that we want to show with
this report.
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During the school year of 2017-2018 we started by
evaluating only this program because this is the most
impactful program amongst all and also because we
are giving our first steps and want to test the methodology with the lowest margin of risk possible. This
year we will repeat the collection of data and its analysis with some adjustments and try to increase the
sample. On the 3rd year and once we have proven the methodology we want to create focus groups,
comparing classes that have access to the program
with classes that don’t. In the future, the ambition is
to extend this analysis to other programs focusing on
the skills that each program tries to develop.
This evaluation is important mostly because it will
help us understand if we are going the right way. If
we aren’t, we can adjust and correct. If we are, all
– students, teachers, supporters and team – can be
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happy because we are getting the return on our efforts and investments.
The testimonies, the smiles and the way JA students
speak about the experiences we give them fill our
hearts with joy. The data we are now starting to collect will give us the trust and confidence we are doing
it properly in an impactful way. These ingredients together are our fuel to move forward. Always moving
forward.
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Executive Summary
Today, Junior Achievement has a clear vision of the
impact it wants to deliver across all its programmes.
Impact is now a word that summarizes a set of concrete, measurable metrics that allow the team to understand if its achieving its mission of raising the next
generation of entrepreneurs.
From 2017 onwards, measurement efforts are focused on the “A Empresa” programme, which is
provided to students on their last year of high school.
The success of this programme is measured by three
complementary fronts and aligned with European
best practices explained in detail in this report:
(1) The E-SPECIAL self-assessment,
based on the recognized ASTEE framework
(2) A fact-based multiple-choice test to challenge
self-reported data
(3) Direct participant feedback.
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Fact-based multiple-choice testing delivered an average improvement of 32.5% on
student grades, suggesting that students effectively learn core entrepreunerial concepts and complementing their own self-assessment.
“A Empresa” appears to effectively develop financial
literacy, project management skills, effective communication and the ability to manage uncertainty – all
key competences for tomorrow’s entrepreneurs.
Results to date suggest that “A Empresa” is a relevant
complement to the regular curriculum, as completing
it delivers significant learning outcomes in areas typically less covered by regular public education.
AT AN INTERNAL COST OF 9.90 EUROS
PER STUDENT, THIS MEANS THAT EVERY
10 EUROS DONATED TO “A EMPRESA”
ALLOWS JUNIOR ACHIEVEMENT TO
PREPARE ONE MORE HIGH SCHOOL
STUDENT FOR A BRIGHTER FUTURE.
This new insight plays a key role in present and future
stakeholder management.
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Our vision for
youth-led
entrepreneurship
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As a globally recognized entrepreneurial experience
for high school students, Junior Achievement Portugal inspires and prepares the youth to thrive in a
global economy by developing three core areas1:
(1) Citizenship and Financial Literacy;
(2) Entrepreneurship and
(3) Employability.
Countless internationals studies from countries operating a Junior Achievement arm have proven time
and again that JA Alumni are more likely to achieve
outcomes such as staying in school for longer periods, achieving employment upon graduation or
embracing the risk of failure and dealing better with
uncertainty. This is what Junior Achievement is all
about: helping future generations unlock their
full potential and innovate across the industries
that comprise our society. Measuring the impact of
our programmes is nothing more than a natural step
along the path to walk our talk.

Junior Achievement
Portugal’s 2020
Impact Goals
As entrepreneurship ecosystems develop worldwide,
it is fundamental to distinguish successful programs
from well-intentioned, albeit ultimately ineffective
efforts. This can be partially attributed to two significant factors:
1. The growing integration of entrepreneurship education mainly directed at primary and secondary
public education since 20052
2. A rise in standardized metrics for entrepreneurial
skills, which assess a single program’s teaching efficacy and allow for comparisons between programs
which may be a street or an entire continent apart.
JA Portugal took on the mission of developing its
own impact measurement system early on in 2016,
setting four clear goals to shape its path moving
forward:

2. To do so through metrics3 that allow for comparability between other Junior Achievement arms
and other global, entrepreneurship-related educational programmes;
3. To use the lowest performing metrics to inform
changes in the curriculum and methodology of “A
Empresa”, ensuring continuous improvement;

What we know so
far

1. To continuously measure the efficacy of JA’s flagship programme “A Empresa” in delivering learning outcomes;
8
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Insights from our Alumni
data
We first experimented with impact measurement by
running a 3-step analysis on the data that had already been collected in the last decade – alumni data
collected and treated by Centro de Estudos e Sondagens de Opinião (CESOP), a partner of JA Portugal.
The first phase of this analysis focused on the cleaning and recoding of all collected data. This informed
a decision about which independent variables of
analysis should be used, which was the goal of the
second phase. Two variables were chosen according
to available data:
(1) “Years since participation” and
(2) “past JA programmes”.
The third and final phase was a match between these
and the collected data, generating the insights described below. The output of this first impact measurement effort was an autonomous dashboard that
self-updates when new data is fed into its existing
database.

Age

50% of the sample is between
20 and 25 years-old

Main findings

Geography

The path to self-employment is slow yet steady

The majority lives in Lisbon
or Porto (83% in total)

Most participants that are done with their studies
start working regular jobs (31% of participants in “A
Empresa”, 60% of participants in “Aprender a Empreender and 56% in the “Startup Programme”). This
should not be seen as a proxy for lack of interest in
entrepreneurship, given that 2 in every 3 participants
across all programs report using what they learned
through JAP on a daily basis.
Self-employed participants engaged with JAP at least
8 years ago, which hints at the possibility that entrepreneurship-minded participants eventually launch
startups after acquiring more professional and educational experience.

Fresh alumni

Half of the sample had recent
contact with JAP (51% in the
last 3 years)

Parental context

2/3 of all parents don’t have
a higher education (66%) but
most are employed (87%)

Full-time
occupation

ON
AVERAGE,
1
IN
EVERY
5
PARTICIPANTS KEPT DEVELOPING HIS OR
HER PROJECT AFTER PARTICIPATING IN JA
ACTIVITIES, WITH A EMPRESA AND STARTUP
PROGRAMME LEADING THE CONTINUITY
RANKING. AMONG THESE, 66% ARE
CURRENTLY WORKING ON THE SAME
PROJECT
THEY
DEVELOPED
WHILE
ENROLLED IN JAP ACTIVITIES.

Most alumni are currently
working (55%) or studying
(44%), only 1% classified as
NEET

Insights from our Alumni
data: sample characteristics

Active citizenship

The analysed dataset had a final valid sample size of
104 alumni and showed the following characteristics:

Entrepreneurial
readiness

After JAP, they participated in
voluntary programs (43%)

Programs show a
moderate degree
of differentiation,
developing different skill-sets

Are more likely to engage
with entrepreneurship, with
35% reporting a lower riskaversion
and
acquiring
relevant knowledge for their
business plans (31%)

Although the relatively small sample size of each
program subset deters the numerical significance of
reported improvements, the trends are clear and provide actionable insight:

Considering the characteristics described before, two main findings were developed as
shown below, along with a thorough comparison of the programme “A Empresa” versus
other modules.
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“A Empresa” participants reported CREATIVITY,
ABILITY TO OVERCOME OBSTACLES AND DEALING WITH UNCERTAINTY, as most frequent improvements.
"Aprender a Empreender” was mainly associated
with teamwork, motivation to learn and strategizing.
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Finally, the “Startup Programme” influenced the ability to evaluate the potential of an idea, the relationship with
colleagues and the capacity to create
a business.
Young people who have participated in several JAP programs over time
demonstrated greater improvements
across most non-cognitive skills. The
largest positive deviations from
the average were related to competitiveness, public speaking and
branching outside one’s comfort
zone.

A closer look
at “A Empresa”
Chosen as the core of Junior Achievement Portugal’s impact measurement efforts, upcoming results for the
school years of 2017-2020 will generate interesting insights versus what
is revealed below by alumni data.
The charts below show most and least
impacted soft-skills when compared
with an average of all other JA programmes.

5
4

Dealing with
pressure

Creativity

5
Overcome
obstacles

3

Meeting
deadlines
Average
Program

Dealing with
uncertainty
A Empresa

Top 5 best performing impact areas
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4

Defining new
strategies

Identify a
solution
Identify set of
needs

3

Market
reserach
Average
Program

Creating a
business
A Empresa

Top 5 worst performing impact areas

A new way to measure
success
With impact on its radar and several experiments over the last 10 years, JA Portugal converted its interest in
the impact measurement space into a three-year long project meant to inform quality control and program
redesign processes until 2020. Proud to be a member of Junior Achievement Europe, the Portuguese arm of
this global movement hopes to create the conditions to deliver a superior service to its youth and learn about
its impact, while inspiring other JA members worldwide to do the same.
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Chosen methodology

The remaining members either used the distance-travelled method, highly attractive due to its cost-efficiency, or refrained from publicly reporting impact measurement data, which may hint at a general need to
increase measurement and transparency throughout
most impact organizations.

After extensive research and collaborative design,
the chosen format for the development of a new impact measurement system encompassed a 4-stage
project summarized in the following diagram.

1. DIAGNOSIS
1.1 Deep dive into
internal information
1.2 Benchmarking
international best
practices
1.3 Stakeholder scan
(internal + external)

2. SYSTEM
DESIGN

3. IMPLEMENTATION
& SUPPORT

4. OPTIMIZED
REPORTING

2.1 Define suitable
measurement
method

3.1 Structure project
management
projects

4.1 Annual impact
reports

2.2 Build KPI and
competence
framework

3.2 Periodic data
collection

2.3 Build automatic
measurement tool
(MS Excel)

10 LEADING PROJECTS
WITHIN YOUTH ENTREPRENEURSHIP FROM EUROPE AND THE UK

4.2 Support for use
of operational
dashboard

3.3 Data analysis

Figure 3 - Project management overview
Figure 5 – top 10 relevant benchmarks

The structure shown above was chosen after considering: (1) JA Portugal’s experience with past impact
measurement projects, along with (2) the technical
team’s expertise in former impact measurement projects, ultimately complemented with (3) a scan of international best practices in the field.

A look at these 10 initiatives equally corroborated the need for further measurement in the sector.
Among them, the core ASTEE framework stood out
as a relevant and well-structured effort by the European Commission, designed to promote the use of
standardized measurement metrics in the field, and
was chosen as the backbone to the final soft-skills
assessment framework presented in this report. The
framework led to the development of the Octoskills
app, which also added value to the final structure of
the chosen impact measurement system.

Conclusions from our
diagnosis
BENCHMARK ANALYSIS HIGHLIGHTS JA
SWEDEN AND THE ASTEE FRAMEWORK
AS KEY INITIATIVES

Insights from our stakeholders

During the benchmark process a total of 16 references were analysed, including a scan of publicly available information as well as direct international calls
with most relevant organizations. The full data used
to generate the insights presented below is available
upon reader request.
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A dive into the measurement practices of these JA
members showed JA Sweden as a best-practice with
excellent data acquisition and reporting, including
follow-ups with alumni after over 10 years of initial
contact with JA programmes. This allowed researchers to compare earned income, unemployment and
self-employment over time, ultimately gaining significant public exposure and attracting government
funding deals after reporting statistically significant
impact results. A key enabler of this study were the
Swedish data collection and open data privacy laws,
which are less strict than the Portuguese framework.

Reaching out to its partners for 360º feedback, JAP
held 16 interviews with 14 active corporate sponsors.
This was an excellent way to touch base on what each
partner had in mind for JA’s future within Portugal
and abroad, ultimately resulting in 68 action points,
of which about one third were tagged as priorities.
In addition, this stage ensured that the impact measurement framework had the buy-in and contribution
from key stakeholders from the get-go

Figure 4 - Six benchmarked members of JA worldwide
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5 Topics covered
in all interviews

Program management (27)
Impact

measurement

(8)

Communication (23)
Sustainability (9)

68 structured feed�
back data points

Recommendations (31)
Best practices to share (8)
Improvements (22)
Areas

of excellence

(6)

Team (1)

5 categorized
priority levels

Measuring entrepreneurial ability
requires something...

special

Priority, feasible (13)
Priority, challenging (10)
Quick-win (21)
Lower

relevance

(18)

Not applicable/strengths (6)

Figure 6 - data point collection overview

Most relevant data points and number
of stakeholder references
3. Improvement

4. areas of
excelence

1. recomMendations

2. best practices

Report impact trough
pro bono campaign (6)

Volunteer in groups of
two whenever possible (4)

Tools that help volunteers
manage different classes (4)

Focus on soft-skills (3)

Networking sessions
for volunteers (6)

Leaders active in recruitement
of volunteers (2)

Strengthen relationships
with teachers (5)

Stakeholder management (2)

Combine impact data with
unit cost and testimonial
per sponsor (9)

Invite students to firm premises
and pitch firm activities back
to volunteers (1)

Update content to maintain
quality standards (7)

Volunteers share professional
experience in schools (2)

Figure 7 - Key suggestions from corporate stakeholders

Condensing all inputs in order to draw main findings
and complete the diagnosis stage, four core insights
laid the foundation for the design of JA Portugal’s
new impact measurement system:
1. DESIGN A SYSTEM EXCLUSIVELY FOR “A EMPRESA” AND DISTANCE-TRAVELLED DEVELOPMENT OF
SOFT-SKILLS.
2. LEVERAGE THE ASTEE FRAMEWORK AND OCTOSKILLS APP IN ORDER TO HAVE EU-WIDE COMPARABLE METRICS.
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3. CONNECT IMPACT RESULTS TO JAP’S AVERAGE
PARTICIPANT COST SO FUNDERS SEE THE IMPACT
OF THEIR GRANT.
4. PARTNER WITH A COMMUNICATION AGENCY
AND LAUNCH A PRO BONO CAMPAIGN AFTER COLLECTING IMPACT DATA.

What we measure
After completing the diagnosis stage required to inform the following phases, system design work began
by leveraging on the best practices that had just been
identified – the ASTEE framework is a clear structure
that defines metrics to assess entrepreneurial softskills attainment while the Octoskills app presented a
clear template of questions designed to collect data
to inform those metrics easily from any classroom.
The ASTEE framework and Octoskills app measure
entrepreneurial readiness through seven dimensions,
chosen as the core entrepreneurial skills for this
measurement project.

1. Comfort managing ambiguity (I)
2. Financial literacy (L)
3. Creativity (C)
4. Planning (P)
5. Gathering required resources (A)
6. Teamwork (E)
7. General efficacy at entrepreneurship and leading
an organisation (S)
In order to simplify the reporting and communication of these core areas, JA Portugal has created the
SPECIAL acronym, which directly translates these 7
dimensions above as shown below. The equivalent
dimensions are signalled within parenthesis:
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ffective team player
reativity
mperfect information and uncertainty
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A
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nnounce intentions and networking
iteracy on core financial topics

C

E

Great performance
Average performance

This acronym was then connected with our full questionnaire built on the Typeform4 platform. With 86 data-points in its first survey (the second skips data that
does not change over time), it was designed to gather
inputs across the following areas. Please refer to Annex 1 for the full survey.

Survey Fields

Figure 8 – Visual example of a student’s performance through the “SPECIAL” framework
assessment

Purpose of each field
1. Match data across surveys
2. Track startups created

Participant ID

10

Family Background

5

Self-assessement of
entrepreneurial skills

24

Compare difference before and
after participating in “A Empresa”

9

Segment impact per school’s level
of focus on entrepreneurial skills

Self-assessment of
school’s focus on
entrepreneurship

Self-assessment of
personal view towards
learning

View towards work and
level of self
reliance

Familiarity with entrepreneurship and
volunteering
Satisfaction and top
improvements thanks to
JAP

18

Nº questions

Below average
performance

18

9

8

3

1. Provide context on answers
2. Segment impact per background

Segment impact per participant’s
motivation towards learning/detect
bias

Segment impact per participant’s
self- confidence and drive to
achieve goals

Detect “first-mover” bias, segment
impact per initial desire to be
entrepreneurial

Understand student satisfaction and
difference in percieved vs. real
impact

Table 1 - Typeform survey structured based on ASTEE

Since entrepreneurial ability is mostly assessed by a
vector of soft-skills, this analysis is then complemented by two similar multiple-choice tests, designed to
test entrepreneurial hard-skills (SWOT, basic pricing
strategies, financials, etc.). These are sent out side by
side with the complete ASTEE-based survey in order
to create a sharper, holistic picture that captures both
what students report improvements on and what a
test shows that they have actually improved upon.

sen due to its ease of implementation and superior
cost-efficiency. The distance-travelled methodology
is also suitable for interventions that have an evolving nature, which is the case for an educational and
learning intervention such as the one deployed by JA
Portugal.

HOW WE MEASURE IT
ADOPTED METHODOLOGY

In a nutshell, this method collects selected metrics before and after subjects receive a treatment or service.
A substantial difference between the reported metrics, given a large enough sample size, allows for a
modest degree of attribution to the program – when
impact is observed across a large, diverse sample,
that impact can be expected to be at least in part due
to the received intervention.

After a thorough review of the different evaluation
methodologies used in the field, whose scientific rigor ranges from shallow participant satisfaction surveys to robust yet expensive randomized control trials
(RCT’s), the distance-travelled methodology was cho-

By proceeding with distance-travelled impact measurement, JA Portugal takes a significant step beyond
measuring the outputs of its activities and focusing on
outcomes instead. If collected data suggests encouraging results over the next three years, a randomized
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The survey links were shared in the classrooms of a
single class in each of these 20 schools, resulting in
the following engagement metrics from across the
country:

controlled trial would be an excellent complement to
this new system and is being considered as a potential next step.
Upon collection, all reported data is automatically stored within the Typeform platform. Final impact
figures are then calculated by the distance-travelled
method, which basically translates into a standard
growth formula:

214

opened
surveys

The formula above is the backbone of the process
since it may be easily adapted to the entire sample,
resulting in the second formula below:

Results from the pilot measurement can be seen in
the table below but ultimately lack the sample size
to allow for segmentation or justify a more thorough
analysis. The final traction did not meet expectations,
yet the pilot’s main goal was successfully achieved:
testing out the data collection operations before rolling out the surveys country-wide the following year.
“Impact” scores on the table below refer to the evolution between first and second scores using the first as
a baseline, as is typical under the distance travelled
methodology. As an example, the 2.07% positive impact observed in metric “P – planning and project
management” means that the average score of all
students in that dimension increased by 2.07% on the
pilot’s second measurement.

4 - A minha escola atual ensinou-me a...
g. Avaliar ideias de negócio ou empreendorismo social*
Empreendorismo social envolve um produto ou serviço criado para
resolver um problema social grave. Negócios ou empreendorismo
tradicional envolvem produtos ou serviços criados para satisfazer
clientes e fazer lucro.

Unsurprisingly, the three variables with highest self-reported improvements are the ones closest to tangible
skills not practiced daily by students (L – financial literacy, A – announcing intentions and networking, P
– planning and project management).

Figure 6 – example of a (Portuguese) survey question
used to score participants on the SPECIAL acronym

HOW WE MEASURE IT
TIMINGS

Only two have been used so far due to the moderate
workload of the programme.
20

53

Students fully
answering both
surveys

Figure 8 – Pilot measurement sample size breakdown

This formula naturally holds for any number of data
collections equal or larger than two. Most survey
questions used a quantitative scale score ranging
from of 1 (lowest score) to 7 (highest score), as per
the Octoskills scoring system. This guarantees compatibility with other measurement efforts also using
the Octoskills framework. An example is available
through the Typeform question presented below.

“A Empresa” cohorts run once per year, typically over
the course of 5 months, from January to June. With
these as natural starting and ending collection moments, the total duration the program allows for two
or three collections, where the intermediate may take
place in March.

161

Unique
student
answer s

Pilot project - 2016/2017
2nd survey
•
• 3rd survey + hard skills test
• Data analysis & reporting

Assigning volunteers •
•
1st survey+ hard skills test

Figure 7 – Year-round project management workflow for impact measurement

A small-scale pilot of the nation-wide rollouts planned
for 2017/2020 was carried out in twenty schools
across the country between January and June 2017
– ten schools within Lisbon and ten further away from
the main city centres, in order to guarantee a diverse
and representative sample. Two measurement periods were launched and complemented by an in-person presence in two JA entrepreneurial fairs, were JA
Portugal interviewed participants and collected their
feedback on survey format and ease of interpretation.

Figure 9 – Pilot measurement results
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The most pronounced, negative impact scores come
from effective team player (E) and steady entrepreneurship mindset (S): metrics with the highest scores
at the time of the first survey. This may imply that over
the course of “A Empresa” students became more familiar with entrepreneurship and realized their knowledge on the topic was not as high as how they first
perceived it to be.
When directly asked which key areas they felt JA
Portugal’s “A Empresa” had the strongest impact
on, instead of the metrics indirectly estimated above
throughout the entire survey, students reported effective team player (E), creativity (C), and planning and
project management (P) as the top three most popular improvements, which shows a disparity between
intuitive student perception and verified student improvement through consistent self-assessment.

Top 3 improvements
according to students

Frequency

Effective team player (E)

63 mentions / 19,7% replies

Creativity (C)

55 mentions / 17,2% replies

Planning and
project management (P)

49 mentions / 15,3% replies

Top 3 variables with highest improvements, according to students

What this meant going
forward
Consistent measurements of larger samples may
confirm these initial findings over the next three years,
but the fact that these were aligned with our experience from the field is a subtle, yet positive sign of the
performance of our programmes. After listening to
stakeholder feedback, we opted for the inclusion of
a new variable: “Ethics and Societal Awareness” and
included the term ‘social entrepreneurship’ across all
questionnaires. This led to reframing the SPECIAL acronym into E-SPECIAL, accommodating this new element which is not in the original ASTEE framework
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2017/2018
JA Portugal’s first
national impact
measurement rollout
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Following the same schedule and measurement
methodologies described above and tested in its pilot
format, the school year of 2017/2018 was the first
complete impact data collection and analysis across
all JAP schools. The entire impact measurement system was reviewed and after gathering feedback from
top stakeholders, another variable was created, leading to the new acronym “E-SPECIAL”. The new variable contemplates “Ethics and societal awareness”
as mentioned above. Results were encouraging and
exceeded expectations versus those obtained during
the pilot phase as can be seen below:

SAMPLE FUNNELLING FOR FINAL VALID
STUDENT ENTRIES
Filled surveys

1237

First round surveys

845

Second round surveys

392

Unique students

1064

Unique students with both valid entries

168

Useful sample vs. all data

16%

As the current analysis is a first trial with impact
measurement for the organization, no control groups
were used at this stage, which makes it increasingly
relevant to take a close look at the final sample.
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Figure 10 – 2017/2018 national measurement
results with a final sample of 168 valid students

Top 3 improvement variables

LITERACY ON CORE FINANCIAL TOPICS

CREATIVITY and PLANING AND PROJECT

Was the highest average improvement, up

MANAGEMENMENT also showed significant

percentage points from the results obtained in 16/17’s pilot.

improvements, with ETHICS AND SOCIETAL

10.08

ANNOUNCING INTENTIONS AND NET-

WORKING
Came in at second place, with an average student
improvement of 11.46% post “A Empresa”, up
6.44 percentage points from the pilot.

IMPERFECT INFORMATION AND UNCERTAINTY

Got the last spot on the podium with 10.92%,
a large delta from the pilot’s -0.29%.
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E ), STEADY ENTREPRENEURIAL MINDSET ( S ) and EFFECTIVE TEAM
PLAYER (the second E ) coming in last.
AWARENESS (the first

These results should, just as in the case of the pilot, only be interpreted in combination with data
from neighbour years and the results of the multiple
choice test, which when analysed together allow for
a clearer picture.

Sample overview shows
operational challenge and
slight positive bias
Reaching out to the entire database of present emails,
students from across the country participating in “A
Empresa” in the school year of 2017/2018 received
both surveys and provided a significant amount of
data on their background, attitude towards school
and self-assessed their entrepreneurial soft-skills
against the ASTEE framework. Unexpectedly, despite
a satisfactory volume of replies, it appears that students that filled-in the first survey were reluctant to do
so for the second version, leading to a surprising cut
of 84% of all collected answers
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Higher gender balance on 2nd survey
1st entry

56%

44%

Boys

2nd entry

53%

47%

Results from hard skills
multiple-choice testing show
students successfully learn
technical details
Using a multiple-choice as counterfactual to eventual optimistic ASTEE results, it is possible to develop a better understanding of the efficacy of the “A
Empresa” programme. This multiple choice test was
exclusively focused on technical knowledge such as
the SWOT framework, basic accounting or marketing
principles and introductory entrepreneurship vocabulary.
Two multiple choice tests were created and designed
to be relatively hard, in order to filter for potential
common knowledge or solid deduction skills. 588
students answered the first test with an average score
of 6.02 out of 16.

Girls

Figure 11 – Gender distribution per survey

305 students of the same programme delivered their
answers to the second test, with an average score of
7.13, which translates into an improvement of 18.4%
between both average scores.

Tests suggest effective learning

2nd entry students prioritize college

80%

63% 70%

60%
40%
20%
0%
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Score

1st test – average score

6.02

2nd test – average score

7.13

Improvement of the average

+18.4%

Average student improvement

+32.5%

Table 4 – Data collection metrics

YES

NO

Figure 13 – Sample funnel for multiple choice testing

Figure 12 – Student university plans

Just as was the case for the ASTEE surveys, consistent
delivery of valid answers was below expectations. In
this case, the final useful sample was comprised of
91 students fully answering both tests.

With a 7% increase in the desire to attend university,
it becomes clear that students filling the second survey were not only fewer but more diligent and thus
can be expected to have extracted more from their
experience with “A Empresa”. This means that final
impact scores are likely positively biased and once
again should not be interpreted in a vacuum but rather as painting part of the full picture.

WHEN MEASURING THE INDIVIDUAL PROGRESS OF
THESE STUDENTS AND ESTIMATING THE AVERAGE
OF EVERYONE’S EVOLUTION, DATA SHOWED
THAT THE AVERAGE STUDENT IMPROVED HIS/
HER GRADE BY 32.5%, NOT TO BE CONFUSED
WITH THE 18.4% INCREASE IN THE AVERAGE
SCORE OF ALL STUDENTS.
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Junior Achievement
Portugal: Next steps
towards stronger impact

After a positive first full year of impact assessment, JAP now has its first foundation upon which to build a cohesive impact narrative for the “A Empresa” programme. The ongoing monitoring of the “E-SPECIAL” framework will be the trigger that adds insights to daily operations and shows management where JAP is excelling
and where there is room for improvement.
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average improvement per student at completion
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To date, results suggest that “A Empresa” is an effective soft-skills development tool, especially in core
areas that are not as extensively explored in the standard public education curriculum: Financial literacy
(L), gathering resources and communication (A),
managing ambiguity and uncertainty (I) and
planning and project management (P).
This positions “A Empresa” as a relevant
learning programme for schools looking to
develop students with real world skills and
wider horizons.
Using the distance-travelled method is an easier and
leaner way for an organization to start measuring it's
impact, even if it requires a holistic approach and complementary assessments such as the multiple-choice
tests and stakeholder scans. JAP will explore the use of
control groups after collecting more data through the
current system until 2020.

Impact measurement
roadmap for 2018/2019
As the project enters its support stage after a completed implementation, the outlook for 2019 and the following years will stabilize according to what has been
successfully tested so far.
Two measurements per year appear to be the ideal
workload for students and JAP is encouraged to build
on the current system, using future results to confirm
whether Effective team player (the second E), Ethics
and societal awareness (the first E), and Steady entrepreneurial mindset (S) are the areas where students
struggle the most, calling for improvements on the
curriculum of the “A Empresa” programme.

1st survey+ hard skills test
•
• 2nd survey
• 3rd survey + hard skills test
• Data analysis & reporting

Leveraging impact data for
stakeholder engagement
and financial sustainability
As current and future data enables clearer conversations around the real-world impact of JAP programmes, JAP is now able to match the cost per student of its intervention with the previously described
learning outcomes it has generated in 2018. This
means that present and potential donors now have
a better idea of what their donations generate in the
classroom, which should be used to fuel JAP’s sales
strategy across the board.

ON BEHALF OF EVERYONE AT JUNIOR ACHIEVEMENT PORTUGAL, WE DEEPLY THANK ALL
OUR STUDENTS AND PARTNERS FOR YOUR INTEREST AND ONGOING SUPPORT.
OUR DOOR IS ALWAYS OPEN, ESPECIALLY TO THOSE CONTRIBUTING FOR A BETTER
INNOVATION ECOSYSTEM.

With an estimated individual student cost of 9,9€ per
year5, JA Portugal’s “A Empresa” impact results allow for better fundraising through clearer value propositions such as:
We now know for a fact that “A Empresa” effectively develops financial literacy, project management
skills, effective communication and the ability to manage uncertainty – all key competences for tomorrow’s
entrepreneurs.
AT AN INTERNAL COST OF 9,9 EUROS PER
STUDENT, THIS MEANS THAT EVERY 10 EUROS
DONATED TO “A EMPRESA” ALLOW JUNIOR
ACHIEVEMENT TO PREPARE ONE MORE HIGH
SCHOOL STUDENT FOR A BRIGHTER FUTURE.
The creation of a 2019 outlook video and a one
pager visual wrap-up with highlights from this impact report is highly recommended, as it is likely to
become a key piece of JA Portugal’s marketing and
sales strategy for 2019.
Looking back at the first national impact data collection, the JA Portugal team could not be prouder
of its commitment towards rigorous impact measurement. Everyone is looking forward to next year’s results which will naturally be shared on 2019’s impact
report.

The JA Portugal
experience in volunteer
tweets

•
Assigning volunteers

Figure 24 – Roadmap for 2018/2019’s impact reporting follows the same structure tested in 2018.
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Feel free to request JA Portugal for access to its online
surveys at any time. The survey structure is below but
if you would like to navigate through what students
see (in Portuguese) just click through the links below.
•

Full survey, 1st data collection (https://
joao64.typeform.com/to/beiLaK)
• Full survey, 2nd data collection (https://
joao64.typeform.com/to/EYVJQF)
Questions that are not mandatory in order to submit
a valid survey response are tagged with *

1. STUDENT DATA - IDENTIFICATION
a. Girl or boy
b. Full name
c. Year of birth
d. Full name of current school
e. School year and class
f. ID number*
g. Fiscal number*
h. Main email
i. Native language
j. Plan on going to college?
Students were asked to provide their ID and fiscal number in
order to allow a deeper Alumni analysis that can specifically
track venture creation, self-employment status, and other entrepreneurial metrics.

2. STUDENT DATA - CLOSE FAMILY BACKGROUND (5 QUESTIONS)
a. Does anyone speak two native languages?
b. Has anyone graduated college so far?
c. Rounding up, how many books do you have
at home?
d. How many employed adults do you live with?
e. Does your family face financial difficulties?

Annex 1: Full
Typeform
survey
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The following questions are directly attached to their
contribution towards the SPECIAL score whenever they
do so. This means that questions not followed by a letter
may be used to study results e.g. measure impact for
students with previous entrepreneurship experience or
positive feelings towards education. Ethics and social
awareness was shortened as E&SA, in order to avoid
confusion with E from effective team player.

3. SELF-ASSESSMENT - HOW CONFIDENT ARE
YOU IN YOUR ABILITY TO DEAL WITH (15 QUESTIONS)
a. Deal with changes and surprises (I)
b. Have new ideas (C)
c. Study or work under pressure (I)

d. Estimate a budget for a project (L)
e. Create innovative or original solutions (C)
f. Control the cost of projects (L)
g. Manage uncertainty in projects and processes
(I)
h. Find new ways of doing things (C)
i. Read and interpret financial information (L)
j. Design an action plan for a project (P)
k. Form partnerships to achieve project goals (A)
l. Define project goals (P)
m. Introduce yourself and exchange information
with others (A)
n. Structure/define all tasks required to complete a project (P)
o. Create new contacts (A)

4. SCHOOL BIAS - MY CURRENT SCHOOL
TAUGHT ME TO
(9 QUESTIONS)
a. Think creatively (C)
b. Feel responsible for my life and my decisions
(E&SA)
c. Create a regular or social business (S)
d. Understand the role entrepreneurs play in society (S)
e. See that there are right and wrong approaches to meet your goals (E&SA)
f. Have new ideas (C)
g. Assess traditional or social entrepreneurship
ideas (S)
h. Translate ideas into action (P)
i. Take initiative instead of waiting for others to
do things for me (S)
5. DO YOU AGREE WITH – STATEMENTS REGARDING THE STUDENT AND HIS/HER SCHOOL
(9 QUESTIONS)
a. I often think about starting a traditional or social business
b. Having good grades is important to me
c. When I’m at school I’m always bored
d. I have social or commercial ideas that I want
to turn into a real business
e. I work hard to have good grades
f. School has been going great so far
g. I like to be in my school
h. I feel good about myself when I’m at school
i. I want to become an entrepreneur
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6. TRY TO RATE YOUR ABILITY TO – VARIED DIMENSIONS OF ENTREPRENEURSHIP AND ETHICS (9 QUESTIONS)
a. Actively participate in group projects (E)
b. Start your own company (S)
c. Work with other people (E)
d. Manage the challenges of the life of an entrepreneur (S)
e. Have a career working only for yourself (instead of others) (S)
f. Promote your ideas and opinions in a group
context (E)
g. Keep pursuing your goals despite setbacks
and difficulties (I)
h. Change the world around you through your
attitudes (E&SA)
i. Do what feels right even when others think
differently (E&SA)
7. EMPLOYMENT – I WISH I HAD A JOB THAT (3
QUESTIONS)
a. Allows me to solve problems in new ways (C)
b. Work on my own ideas (S)
c. Set my own tasks (P)
8. STARTING AN ENTREPRENEURSHIP PROJECT
IS – EXISTENCE OF POSITIVE PERCEPTION (3
QUESTIONS)
a. Totally worth the time it takes
b. Fun and fascinating
c. Generally positive

d. Do you know anyone that started their own
company or non-profit?
e. Have you ever been in an entrepreneurship
competition?
f. Have you ever started your own project,
alone or as a team?
g. Are you currently managing a project outside
of “A Empresa”?
h. Are you seriously focused on launching your
own project right now?
11. JAP SATISFACTION METRICS (3 QUESTIONS)
a. Generally speaking, how satisfied are you
with “A Empresa”?
b. How satisfied are you with your “A Empresa”
mentor?
c. What are the top 3 competences you’ve developed most thanks to JA Portugal? (multiple
choice question)

For an English version, please refer to
the ASTEE framework and the OctoSkills
app, the original methodology used to
develop Junior Achievement Portugal’s
version.

9. DO YOU AGREE WITH – SET OF STATEMENTS
(6 QUESTIONS)
a. I ask questions in class because I want to
learn and understand the content
b. Doing what’s right is what matters, even if no
one recognizes my good deed (E&SA)
c. I do my homework and school exercises to
learn about courses I enjoy
d. I can change the world around me if I try hard
enough (E&SA)
e. I search for additional information to learn
about what I’m studying in school
f. I’m responsible for creating the life I want to
live one day (E&SA)
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10. AFTER SCHOOL – HOW DO YOU SPEND
YOUR TIME? (8 QUESTIONS)
a. Have you ever participated in a workshop
about entrepreneurship?
b. Are you currently volunteering somewhere?
c. Do you work and study?
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