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If you have any questions regarding this Resource Guide or
would like support with an evaluation you are working on,
please contact the OHTN for further information at:

info@ohtn.on.ca

OHTN
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Purpose and Importance of Evaluation

Program Evaluation can provide many benefits when implementing a program. It helps to determine
efficacy, achievement of goals and objectives, as well as measuring the impact of the program. Some

benefits to program evaluation are as follows:

e identify successful strategies

o modify or discontinue interventions that do not yield desired results

e share findings with stakeholders

e provide donors with evidence of the results of their investment

e demonstrate the organization’s interest in
accountability.

More generally, evaluation helps program managers identify
what is and is not working, as well as how to make the project
work better. Evaluation also provides a means of demonstrating
to project staff and donor agencies the extent to which a
program or project is achieving its objectives. Program
evaluations helps program managers identify successful project
outcomes and objectives, as well as different aspects of
objectives that can be restricted and refocussed.

There are three main disclaimers to keep in mind and get
comfortable with:

1. Process and approach: every community, and every program
is unique, so there are different approaches to evaluate each
program. The evaluation process will depend on each program’s
need, context and circumstances.

2. Critical elements: there are common critical elements to

Key Considerations:

What will be understood from an
evaluation of the program?

How to engage clients and other
important stakeholders in this
evaluation?

What are some engaging ways to
collect data and stories?

How to make sense of all the data
collected?

What inspires the team to improve the
program for next time?

How to share the real story of our
program with diverse stakeholders

every program in order to ensure that effective evaluation strategies are developed and implemented

that lead to real improvements within the program.

3. Evaluation Planning: evaluation planning is continuous and iterative as each evaluation leads to
changes in practice. These changes can lead to further evaluation and changes.

Module 1: Introduction

Purpose

The purpose of this module is to introduce evaluation, some common concerns and the role of

evaluation.
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Learning Outcomes:
By the end of this module you will be able to:

e Explain what evaluation is

e Identify some common concerns of evaluation and compare them to your concerns
e Consider the purpose of evaluation (why an evaluation should be done)

e Understand and knowing when an evaluation should be d

1
You are here! Module 3: Module 5:
Planning an Developing
Module 1: Evaluation- Data Module 7:
Introduction Program Collection Sharing
to Evaluation Goals Tools Findings

Module 2: Module 4: Module 6:
Planning an Selecting Organizing
Evaluation- Methods and and
Stakeholder Data Sources Analyzing
Engagement Data

What is Evaluation:

Evaluation is the systematic assessment of the design, implementation or results of an initiative for the

purposes of learning or decision-making (Canadian Evaluation Society, 2015). More simply, evaluations

assess or appraise data to understand key details of the program and or inform strategic decisions, thus

improving the project or program in the future.

Impartial, organized, credible,
methodical, based on empirical evidence
and social research methods

Evaluation assessment — :
considers value, merit, Evaluation is the systematic

:l:rl:; significance or -~y 35sessment of the design,
implementation or results of an

initiative for the purposes of

learning or decision-making.

Includes any kind of
initiative: programs,
projects, service,

policies, education |
sessions, products, Can be conducted for the purposes of decision-making, judgements,
bt s conclusions, findings, new knowledge, organizational development,

capacity building—ultimately to inform social action to make changes
for a social problem

Figure 1: What is Evaluation
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Evaluations are conducted to answer questions of interest to program stakeholders. Typically, these
guestions address program accomplishments, improvements, and changes for future programming.
Evaluations should help to draw conclusions about five main aspects:

e relevance

o effectiveness
o efficiency

e impact

e sustainability

Types of Evaluation:
Evaluations fall into one of two broad categories:

Formative Conducted during program development and implementation and are useful if you
evaluations want direction on how to best achieve your goals or improve your program.

Summative Should be completed once your programs are well established and will tell you to
evaluations what extent the program is achieving its goals.
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Figure 2: Formative and Summative Evaluation from: https://meera.snre.umich.edu/evaluation-what-it-and-why-do-
it#
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Within the categories of formative and summative, there are different types of evaluation
outlined in Table 1 below. Determining which of these evaluations is most appropriate depends
on the stage of your program.

TYPE OF

EVALUATION

PURPOSE

FORMATIVE
1. Needs
Assessment

e Determines who needs the program, how great the need is, and what can be
done to best meet the need.

e A needs assessment can help determine which audiences are not currently
served by programs and provide insight into what characteristics new programs
should have to meet these audiences’ needs.

e A needs assessment helps to determine whether there is a need for a program
to address this issue and is typically conducted before implementing a program.

The overarching evaluation question in this domain asks:
Is there a need for this type of program in this context?

2. Process or
Implementation
Evaluation

SUMMATIVE

e Examines the process of implementing the program and determines whether
the program is operating as planned.

e Can be done continuously or as a one-time assessment.

e Results are used to improve the program. A process evaluation of an HIV/AIDS
program may focus on the number and type of participants reached and/or
determining how satisfied these individuals are with the program.

The overarching evaluation question in this domain asks:
Was this program implemented properly and according to the plan?

Lo Outc?me e Investigates to what extent the program is achieving its outcomes.
Evaluation . . -
e These outcomes are the short-term and medium-term in program participants
that result directly from the program.
e For example, HIV/AIDS outcome evaluations may examine improvements in
participants’ knowledge, skills, attitudes, intentions, or behaviors.
The overarching evaluation question in this domain asks:
Did this program achieve its desired outcomes and have an impact on its intended
targets?
2. Impact e Determines any broader, longer-term changes that have occurred as a result of
Evaluation the program.

e These impacts are the net effects, typically on the entire school, community,
organization, society, or environment. EE impact evaluations may focus on the
educational, social, or human health impacts of HIV/AIDS programs.

Table 1: Formative and Summative Evaluation
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This resource guide will focus on two main types of evaluations:

Process. Assess whether a program was implemented as planned (i.e.: whether the
evaluations intended target population was reached, clients were satisfied with the
program etc.)

Outcom-e Determine whether and to what extent the expected changed in client
evaluations outcomes occurred and whether these changes can be attributed to the
program or program activities

Common Concerns of Program Evaluation:
Program managers often express legitimate concerns or fears when considering a program evaluation.
While these concerns are valid, they can often be addressed fairly readily. Examples include:

e Evaluation will divert resources away from the program. While it is true that evaluation will
take some upfront resources, what a program can learn from an evaluation can help streamline
its resources to focus on “what works” for program participants and improve outcomes.

e Evaluation will be an additional burden on staff. In order to minimize the potential burden on
program staff, evaluation activities can be incorporated into ongoing program management
activities.

e Evaluation will produce negative results. Finding out “what does not work” is as important as
finding out “what does work.”

e Evaluation is just another form of program monitoring. Program monitoring assesses whether
a program follows specified performance standards (e.g., number of participants served), while
an evaluation assesses whether expected outcomes were achieved.

e Evaluation will be too complicated. While some evaluations are complex, evaluation designs
can be simple and straightforward which is the aim of this Evaluation Curriculum: to provide the
support and resources for conducting an evaluation. As a result, if you run into any issues we
promise to help you find the answers and when needed we can re-direct you to other experts
and contacts within the OHTN and external to the organization as well.

Adapted from: https://www.childtrends.org/wp-content/uploads/2013/04/child trends-2007 10 01 rb whyprogeval.pdf
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When and Why to Evaluate:

Why is it important to conduct program evaluations?

The main goal of an evaluation is to provide useful feedback to various audiences, including sponsors,
donors, client groups, administrators, staff, and other constituencies. The feedback gained from the
evaluation should influence decision-making and policy formulation.

TMdEY.

Support better planning Support learning
and decision making and Exchange

) E
A —

Provide accountability to Gather information
funders and citizens for reporting

The benefits of undertaking monitoring and evaluation include better decision making,
supporting learning and accountability and getting information for reporting (Image:
IHED)

Figure 3: Benefits of Evaluation

In addition, evaluation helps you:

v ldentify what is and is not working in a program.

v" Demonstrate to funders and the community what a program does and how it benefits
participants.

Support fund-raising by providing evidence of a program’s effectiveness.

Improve productivity by identifying weaknesses as well as strengths.

Add to the existing knowledge in the field about what does and does not work for a specific
program and its target participants.

ANEANERN

Adapted from: Center for Social Research Method, 2002
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Reasons to Conduct Evaluation:

What works? What does not work?

eAre participants benefitting? Are participants satisfied with the program? Are subgroups
benefitting? (eg. race or gender related)

eAre recruitment strategies working?
*Do the staff have adequete skills and trianing?

Is the program effective?

*Findings can: prove the worthiness of a program (to funders and the community)
eprovide an outreach tool for collaborative partnerships
*Gain program funding and re-funding

Improve Practice

eImprove how staff deliver services, in turn increase program outcomes
*Assist Management with assessing staff's performance

Increase Capacity

*Builds capacity through staff and program assessments, measuring staff performance, and assessing
program objectives

Program Accountibility

*Provides feedback for internal and external reporting of effectiveness of the program
eAccountibility is useful for prospective funding

Increase Impact of Services

*Provides an opportunity for clients to provide constructive feedback

Program efficacy

eAllows the program to fully examine and describe the effectiveness
eCreates sustainability through opportunities for duplicating program elsewhere

Table 2: Reasons to Conduct Evaluation: Adapted from: https://studylib.net/doc/8573437/what-is-program-evaluation%3F-
written-by-carter-mcnamara; https://www.childtrends.org/wp-content/uploads/2013/04/child_trends-
2007 10 01 rb_whyprogeval.pdf
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When should you be conducting a program evaluation?

Program evaluation should serve a useful purpose, be conducted in an ethical manner, and
produce accurate findings. Evaluation findings should be used both to make decisions about
program implementation and to improve program effectiveness. Many different questions can
be part of a program evaluation, depending on how long the program has been in existence,
who is asking the question, and why the information is needed.

There are some programs that may not benefit from program evaluation:
e A program that is unstable, unpredictable, and/or the routine is inconsistent
e those involved cannot agree about program goals
e when funder or manager is unwilling to include important and central issues in

evaluation
Adapted from Thomson and Hoffman (2003); https://meera.snre.umich.edu/evaluation-what-it-and-why-do-it#

Is the timing right? _ o
A common misconception is that program

evaluation must occur at the end of a program
or initiative. If evaluation is only focussed on
judging the merit of an initiative then it would
only occur at the end of a well-established
program. However, there are other purposes
for undertaking an evaluation in addition to
that of making a judgement about the value or worth of a program or activity, this is summative
evaluation. Evaluation may also be used to refine or improve a program, this is formative
evaluation. Using program evaluation throughout program development will assist in
generating new knowledge where there is limited information on specific topics. Evaluation can
guide the development of a program by anticipating and prevent issues as well as making
ongoing improvements by ensuring there is appropriate data collection to support end-of-
project evaluation.

Is there an opportunity for an evaluation to
have an influence? Has the project

accumulated enough implementation
experience to enable useful lessons to be
extracted? If the evaluation was planned in
advance, is the evaluation still relevant?

Program Evaluation Fundamentals OHTN 11
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Implementation

Effectiveness
Efficiency
Cost-

effectiveness

Attribution

Were the program's activities put into place as originally intented?

Is the program ahcieving its goals and objectives?

Are the program activities being produced with appropriate use of resources (eg.
budget, staff)

Does the value or benefit of achieving the program's goals or objectives exceed
the cost of producing them?

Is the progress on the program's goals or objectives related to this specific
program (or other programs as well?)

All of these are appropriate evaluation questions and might be asked with the intention of
documenting program progress, demonstrating accountability to funders, and or identifying
ways to make the program better. As you can likely tell, there is not one specific point to ask
these questions as they could be asked at different points in the project timeline.

Program Evaluation Fundamentals OHTN 12




Module 2: Planning an Evaluation- Stakeholder Engagement

Purpose

The previous section provided a brief overview of evaluation concepts. This section is the first
of three sections that will provide a step-by-step guide to preparing for and developing an

evaluation plan.

Learning Outcomes:

By the end of this module you should be able to:

Understand the importance of stakeholder engagement

Decide who the key stakeholders are and who should be involved

Determine the engagement plan

Begin drafting evaluation questions with stakeholders

Module 3: Module 5:
Planning an Developing
Module 1: Evaluation- Data Module 7:
Introduction Program Collection Sharing
to Evaluation Goals Tools Findings
Module 2: Module 4: Module 6:
Planning an Selecting Organizing
Evaluation- Methods and
Stakeholder and Data Analyzing
Engagement Sources Data

/

You are here!

Getting Started

The first consideration is which program will be evaluated. Once that has been decided, in a

series of meetings, a clear description of the program will need to be developed. The following
list describes the key elements of a program description:

Need or problem addressed by the program

Purpose and rationale of the program, if possible have the program’s Theory of Change

outlined

Origin and history of the program
Program’s organizational structure
Program’s stated objectives

Major service activities and program components

13



e Clients receiving services through the program
e Service providers, staff and other people involved
e Resources: funding source(s)/ budget

Stakeholder Involvement

All evaluations should have multiple stakeholders. A stakeholder is any person or group who
has an interest in the program being evaluated or in the results of the evaluation. Stakeholders
may include funders, project staff, administrators, project participants or clients, community
leaders, collaborating agencies, and others with a direct or even indirect interest in program
effectiveness.

Stakeholder involvement is essential in conducting a program evaluation, from the beginning
stages and throughout the entire project. Plans for ensuring this involvement should be
addressed in detail in an evaluation plan. This involvement is particularly useful from a
knowledge exchange point of view and is important in terms of using the findings for program
decision-making and improvement.

To ensure multiple perspectives about the salient issues are being gathered, involve as many
stakeholders as possible in initial evaluation discussions. Otherwise, the evaluation is likely to
be designed based on the needs and interests of only a few stakeholders—usually the ones
with the most power— and may miss other important questions and issues of stakeholders
who are not included. While involving every stakeholder may not be realistic, try to consult with
representatives from as many stakeholder groups as possible when designing or redesigning
the evaluation plan.

The person who assumes the role of project lead on an evaluation works closely with the
evaluation team including program managers, program staff and other stakeholders. The
project lead will clarify roles and responsibilities, identify why the evaluation is being done,
identify who the end users will be, and develop an agreement on what is to be evaluated. A
part of their role is to coordinate the work as well as stakeholder communications. Ensuring
good communication with stakeholders throughout an evaluation is important. The project lead
may be a different person from the program lead or manager.

ldentifying Purpose of Stakeholder Engagement

The first step in successful stakeholder engagement is to clarify the purpose of the engagement
project. Having a clear purpose will help focus objectives and maximise the impact of activities.
Understanding the purpose of engagement also allows for clear communication with
stakeholders. From the outset, it is important to define the reason for undertaking stakeholder
engagement. This may involve outlining the problems to address, the decisions to reach or the
relationships to build. Understanding the purpose of reaching out to stakeholders will inform all
subsequent parts of the engagement process.

Adapted from Stakeholder Engagement Toolkit
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Purpose of Engagement Your Ideas

What is the purpose of engagement?

What are the engagement objectives?

What are the project objectives?

What is the scope of engagement?

What are the risks of engagement?

What are the benefits for stakeholders?

What engagement has already occurred?

What are the negotiable and non-negotiable
elements?

What are the limitations? (e.g. time, staff, resources,
etc.)

What obligations should be considered? (e.g. ethics,
privacy, cultural responsiveness etc.)

Will more than one stage of engagement be required?
Is it necessary to engage using multiple methods?
What can be implemented to ensure a diverse group
of stakeholders?

Who are the critical stakeholders to project delivery?

Template 1: Purpose of Evaluation

|dentify Key Stakeholders

Stakeholder identification will assist in making informed decisions about who to engage with
and how best to do so. In the stakeholder identification process, you should also consider the
level of influence of the stakeholder or stakeholder group and their capacity for committing to
the project.

Identify potential stakeholders for the program evaluation. Be clear on (PHO Program Eval 10
Steps):

e Who are the key, participating stakeholders?

e Who are the primary intended users of the evaluation findings? (You may need to come
back to this question once you have identified the evaluation’s purpose.)

e What are stakeholder expectations about their level of participation? (Who should be
involved in the design, implementation and use of the evaluation?)
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Types of Possible Stakeholder groups Communication plan
Stakeholders

Program Staff Program staff, Program leadership, Other
accountable for program/project

Organizational Executive Director, Program Manager, Board

Leadership of Directors, Advisory Boards & Steering
committee

Program Families, Youth, Children

Beneficiaries

Researchers and Researchers, Evaluators, Graduate Students

Evaluators

Volunteers

Funders Funders, Donors, Other funders and co-

funders, Collaborating organizations

Community Community service groups
Groups Referring agencies, Schools, Policy Groups

Local policy makers | Advocacy organizations
and advisors
Other Staff from similar programs and/or initiatives,
Professional associations

Template 2: Stakeholder Identification

Public Health Ontario has identified are four levels of stakeholder involvement in evaluations
which can be seen in the image below:

e Core: closely involved in the program, or will be closely linked to the implementation of
the evaluation. Examples: the program lead or the evaluator.

¢ Involved: will be frequently consulted about the evaluation, or part of the planning
process. Examples: program staff who may collect data from program participants,
decision makers who will use the evaluation findings, or program participants.

e Supportive: provide some form of support for the evaluation, such as facilitating access
to data or sharing their expertise on evaluation methods.

e Peripheral: need to be kept informed. Example: the organization lead.

The stakeholder engagement wheel is a tool for thinking about and categorizing stakeholders
systematically. Use it to gauge stakeholders’ ideal level of involvement in your evaluation.

Adapted from Public Health Ontario https://www.publichealthontario.ca/-/media/documents/E/2016/evaluating-hp-programs-
workbook.pdf

Program Evaluation Fundamentals OHTN 16


https://www.publichealthontario.ca/-/media/documents/E/2016/evaluating-hp-programs-workbook.pdf
https://www.publichealthontario.ca/-/media/documents/E/2016/evaluating-hp-programs-workbook.pdf

Stakeholder analysis wheel

Peripheral

Government sector Healthgrelated sector

Supportive

Involved

Core: part of project team

Involved: consulted often

p - Health,services sector
Supportive: provide some

support Priyate sectQr

Peripheral: needto be kept
informed

Community/grass roots sector

Intelligence - Stakeholder Analysis and Engagement Action Evaluation

Figure 4: Stakeholder Analysis Wheel from —https://www.publichealthontario.ca/-/media/documents/E/2016/evaluating-hp-
programs-workbook.pdf

Develop an Engagement Plan

In the engagement planning process, it is important to tailor the approach and design to
address engagement objectives and meet stakeholder needs/expectations. As stakeholders
may have differing capacities to participate in engagement, a tailored approach will help
accommodate and encourage diversity in participants.

The plan should also include mechanisms to ensure proper documentation is maintained to
demonstrate equitable processes for stakeholders and transparent decision making.

For assistance building a meaningful engagement plan, refer to the Public Participation
Framework.

An engagement plan should be a live/iterative document that describes and outlines how to
engage with identified stakeholders. Specifically, an engagement plan with stakeholders should
include:

e A clarification of why this evaluation needs to be done (purpose and objective; what is to
be examined and why)

e Decide who the key stakeholders are and who should be involved

e Determine what resources are available to complete the evaluation as intended

e Determine roles and responsibilities

e Form a steering committee or working group for the evaluation and involve others
affected by results of the evaluation
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e Set up a common, agreed upon and systematic way of keeping track of all information

e Decide on timeframes

Potential Evaluation Questions

At this stage of evaluation planning, relevant stakeholders can begin to brainstorm ideas and
ask questions about the program. These are not the final questions to ask when collecting data;
rather, evaluation questions describe what is useful to know about the program. Possible
evaluation questions could focus on how the program is operating, what outcomes are being
observed, or how the program is working in different settings. Referring back to these
guestions to organize and select key evaluation questions will prove useful over the next few

steps.
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Module 3: Planning an Evaluation- Program Goals
Purpose

The purpose of this unit is to identify the reasons logic models and theories of change are used
in program evaluation.

Learning Outcomes:

By the end of this module you should be able to:

e Explain what a logic model and a theory of change are intended to do
e Develop logic model for program

You are here!

Module 3: Module 5:
Module 1: Planning an Developing
Introduction Evaluation- Data Module 7:
to Program Collection Sharing
Evaluation Goals Tools Findings
Module 2: Module 4: Module 6:
Planning an Selecting Organizing
Evaluation- Methods and
Stakeholder and Data Analyzing
Engagement Sources Data

Defining Program Goals
In this case, a goal is a broad statement that describes your

program’s intent. Your program may have a single goal, or several if Goal:
it is more complex. A goal usually: What a program is supposed to
produce. A goal statement
e isgeneral describes the intended
e provides overall direction for a program consequences of the program

e has no deadline or a long-term deadline; and being developed.

e is not measurable in exact terms because it often includes
subjective words like “develop” and “improve”.

Goals serve as an anchor for a program. They provide clear end points, around which you can
organize many strategies or activities. As the situation evolves, those strategies and activities

may change; a well-stated goal will remain. Typically, you will not evaluate the program goal
directly.
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Theory of Change vs. Logic Model: _

A Theory of Change is a tool used to design and evaluate
rojects by mapping out the logical sequence of an
.p. J . Y PP g. g . g . regarding Theory of Change
initiative from goals, inputs, activities to outcomes and is a :
) ) and Logic Model, please
more comprehensive methodology that depicts a larger contact the OHTN at
and often muddled picture. info@ohtn.on.ca

If you have any questions

A Logic Model is:

“...a picture of how your program works — the theory and assumptions underlying the
program. This model provides a road map of your program, highlighting how it is
expected to work, what activities need to come before others and how desired
outcomes are achieved.”

Adapted from: W.K. Kellogg Foundation Evaluation Handbook 1998, p.35

Before planning evaluation, it is recommended to develop a program logic model. Most logic
models include resources, inputs, activities or outputs and broader outcomes. Logic models
help to clarify components of a program’s goals, objectives and expected outcomes. Whether
reviewing an existing logic model, or creating a new one, accurately describing the program
through logic modeling is important because it ensures all stakeholders involved fully
understand the program.

Adapted from YOUTHREX

Essentially, a logic model graphically illustrates program components with clearly identified
inputs, activities, outputs and outcomes. A Theory of Change is another evaluation document
that links outcomes and activities to explain HOW and WHY the desired change is expected.
When developing a Theory of Change document, it is best to start with a program goal and then
deciding what programmatic approaches are needed to reach that goal- “if this, then that”
statements. A Theory of Change describes the way in which the desired change comes about. It
outlines considerations and makes explicit the assumptions about the program and explains
why new activities will lead to the outcomes. While Theory of Change and a Logic Model can be
used in tandem there are some cases where one might be more appropriate than the other.
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Logic Models ‘ Theories of Change

Representation Critical thinking
List of components Pathway of change
Descriptive Explanatory

Logic models require identification of program elements, which are considered inputs that
inform activities which ultimately lead to outcomes While they do show causations by linking
outcomes with inputs and activities, they don't show why the activities are expected to produce
these outcomes.

Example 1:

Organization X wants to know how often participants need to attend a sex-education program in order
for improvement in their ‘safe sex practices’ score.

A logic model will show the program activities and ‘to improve test scores’ is an outcome. It might show
that attendance at the sex education program is an intermediate outcome. However, it would not be
able to show that participants need to attend the program at least three days of the week for a
minimum of 60 days, and the curriculum must to focus on safe-sex topics, in order for test scores to rise.

This information is only explained in the theory of change.

Example 1: Logic Model vs. Theory of Change

Example 1 shows a distinction between in theory of change and a logic model. The logic models
present a simple visual representation of a program and summarize the complex undertaking of
a program into its basic elements, theory of change on the other hand, explains the complex
initiative.
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Similarities

There is overlap between a Theory of Change and a Logic Model:

Theory of Change

Logic Model Similarities

eDescribes expected eBoth identify inputs,
outcomes of program activities, enablers,

eFocuses on the intermediate outcomes
operations of a and impacts
program (not the eBoth can lead to a
external factors) robust approach to

eCan be created after a programme theory,
program has been monitoring and
developed evaluation

eDescribes why
expected outcomes will
occur

eEstablishes underlying
causes of change

eContextualizes the
program

eBest to be created at
the beginning or before

a program starts

A logic model is often created after the programme has been developed, working forward from
resources through activities to the end result. A Theory of Change is best created before an
intervention starts, mapping backward from the end result in mind to identify the most
appropriate intervention.

When to use Logic Model and Theory of Change?
Below are some considerations when deciding whether to use Logic Model or Theory of Change
in addition to Logic Model:
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Theory of Time and resources
change design a

complex initiative,

-Requires more time and resources due
to complexity

and rigorous plan for ] ]
success evaluate Nature of invention

appropriate
outcomes explain

-Consider the amount of internal and
external factors

successes/and what

needs further Stage of development

consideration

-Works best when model is used before
intervention beginning, otherwise use
backward mapping

Importance of intervention

-Helps to capture and generate depth of
understanding
-Better for intensive, in-depth programs

LTIV IRETEM  Time and resources
glance” overview
identify basic inputs,

-Requires less time and resources

outputs and
outcomes Nature of invention
summarize complex

theories into

-Designed to capture a simplfied overview
of a program

simplified categories
Stage of development

-Best to be used after an intervention has
been developed

Importance of intervention

-Better for shorter more staightforward
programs

Both theories of change and logic models are very important, although they have very different
functions. Logic models identify the inputs, outputs and outcomes of a program by breaking
down complex intitiatives into basic elements which provie a visual summary that is useful for a
quick overview. Theories of change are useful when complex initiatives need a rigorous plan for
success, and help to establish why certain aspects of a program work, and other aspects do not.
The most important way to represent a program theory is to ensure that it represents the
purpose of the stakeholder, this should be a main focus in the first few meetings with
stakeholders in order to establish what works best for everyone.
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Theory of Change Logical Framework

Shows the big picture with all possible pathways — messy and complex Shows just the pathway that your program deals with — neat and ti

E—
—

GOAL

OUTCOME

QOUTPUT

AP il s

ACTIVITY

Figure 5: Theory of Change vs. Logic Model: from http.//whatworks.org.nz/logic-model/

Summary of Section

A Theory of Change and a Logic Model are in many ways very similar. They both function as a
way to map out the resources needed, the main activities, as well as the end results (outcomes
and impact). A Theory of Change works to explain why a change occurs as opposed to simply
what change will occur. As a result, Theory of Change is more complex, and needs to account
for the context of an intervention, as well as the outside factors that can be influential. Each
program is unique, so deciding between a logic model and theory of change depends on the
importance of the intervention, resources, time and skills available.

Theory of Change: “If-Then” Statements

The Theory of Change uses research to

illustrate the ‘if-then’ relationship. Program If.... Then....

theories can often be captured in a series of | Actions/Circumstances List the one or more
‘if-then’ statements—IF something is done thatggt‘:v‘gig ‘;33:0 tr?a(;cv(zirlr;‘t)::esgg;ﬁ:\id
with/for program participants, THEN audience? if you implement as
something should change. A program (conditions) (assslmazzzzs)

theory should identify why elements of the "5 6" Then statements

program will change, and well-established

connections between the supporting idea and the service outcomes or goals. The theory of
change will explain the links in program inputs and activities to outcomes. This is called the
chain of response, which leads to the ultimate end results.
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Steps to create Theory of Change:

ANGENOERIITS  \What is the long-term goal of the program?
term goal

2. Conduct What are the outline preconditions to achieve goal?
"backwards
mabning"

3. Identify What is the outline for these preconditions or what is the Outcomes Framwork
Interventions

4. Develop What will be used to assess permance of interventions?
Indicators

5. Summarize What are the various parts to in the Theory of Change

Template 3 indicates ‘If-then’ program theory

< IF @y THEN @ ‘ THEN

a set of the program participants the

resources are can provide recive these participants

available activities and services experience

(Strategies services. (Intermediate specific

and (Immediate Outcomes) changes

Activities) Outcomes) (Intended
Impact)

Template 3: If-Then Template Adapted from: https://www.wilder.org/sites/default/files/imports/crimevictimservices4 10-
05.pdf

These “if- then” statements are superimposed onto the logic model (colored boxes) below to
illustrate how the two go together:

| INPUTS || OUTPUTS | | OUTCOMES

If Then If Then If Then If Then If Then

| [ ) ] [ [ [

Figure 7: 'If-Then' Statements in Logic Model from https://Imcourse.ces.uwex.edu/Module 1 pages/images/LM _if-then.qif

Example 2 outlines “if-then” statements for an HIV/AIDS program. In this example, the program
wants to improve the uptake, adherence and long-term retention of ART through the
recruitment and retention of newly diagnosed individuals into support groups:
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< IF < THEN g IF @ THEN @ IF @ THEN

peer newly clients they gain the they
support diagnose are importan clients have a
groups d HIV engaged t gain greater
are positive in informati informati likelihood
develope clients support on and on and of
d can groups have support reaminin
engage in ongoing gin
peer peer support,
support support care and
groups pre/post
ART
initiation

Example 2: If-Then Statements for HIV Program

If you have any questions regarding ‘If-Then’
Statements please contact the OHTN at
info@ohtn.on.ca

Here is a sample Theory of Change video and a sample toolkit related to HIV for further
exploration.

Developing the Program Logic Model
A logic model is a picture of how a program A Logic Model:

works, in a basic format. It shows the

theory and assumptions underlying the Summarizes the key elements of a program
program. A logic model is essentially a Explains the rationale behind program activities
Shows the cause-and-effect relationships between activities

roadmap of a program, highlighting
and outcomes

expected outcomes and how to achieve
them. All logic models represent a logical
connection between activities, outputs and
intended outcomes, though there are
varying methods of designing a logic model.
A logic model provides a summary of the
key elements of the program in a

Helps identify key questions for your evaluation

Provides an opportunity for stakeholders to discuss the
program and agree on its description and intended results

Serves as a useful communication tool

Tests the theory of a program

condensed format, as well as a clear rationale behind activities and prospective achievements
within the program. It outlines which activities lead to specific outcomes by providing clear
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descriptions of program plans. Logic models assist in identifying the key questions for
evaluation.

Collaboration between internal and external stakeholders is essential to constructing a logic
model in order to develop a common and in-depth understanding or description of all program
elements that will be evaluated. To best achieve a deeper understanding of program elements,
it is essential to define the scopes of the evaluation. Each of the components of the logic model
is linked in order to logically demonstrate how one contributes to another. This is a crucial part
of evaluation, providing a common understanding of the program’s theory of change or how a
program works, including what resources it uses, program achievements, and timelines for
overall goals. Once a draft logic model has been established, components can be evaluated by
all members of the team constructing it, and input can be gathered to adjust the logic model
where necessary. Including stakeholders in the process of providing feedback on the draft logic
model is very worthwhile as it can provide a reference point within the program evaluation, and
can help to guide points of success in programming.

OUTCOMES

* Time . Workshops Short Term Medium Term Long term
*  Money s 1° Publications Change in: Change in: Change in:
\ | * Partners A |+ Field days * Knowledge | * Behaviors *  Environment
*  Equipment Q * Equipment *  Skills *  Practices *  Social conditions
*  Facilities demonstrations *  Attitude *  Policies *  Economic conditions
) Motivation | * Procedures . Political conditions
. Awareness

. - .

l External Influences, Environmental, Related Programs

Figure 8: Sample Logic Model

Logic models allow for building consensus among staff and stakeholders about essential
program activities and realistic outcomes. They help to articulate and question the beliefs and
assumptions that underlie their choice of activity. Outcomes clarify the sequence of events
from inputs to outputs to outcomes (Figure 8). Logic models help to identify gaps between
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activities, outputs, and required outcomes and highlight opportunities for programming
improvement.

See Figure 9 for key terms:

Key Terminologies

are the raw materials that provide the basis for a project. Inputs can include money,

Inputs ) - - )
technical expertise, relationships and personnel.

or interventions are actions of staff members and stakeholders. What will the initiative do
Activities  with its resources to direct the course of change? Activities are designed to meet a project’s
objectives.

these are the tangible and intangible products that result from project activities. What
Outputs  gyidence is there that the activities were performed as planned?

Outcomes these are the benefits that a project or intervention is designed to deliver.

Impact are higher level strategic goals or long term effects of an intervention.

these reflect our deeply held values, norms and ideological perspectives, it is how we can

Assumptions . o
P forecast what changes might occur as an outcome of the initiative.

TolaData

Figure 9: Key Terminologies from: https://www.toladata.com/blog/theory-of-change-vs-logic-model/

Benefits of Logic Model:

Build consensus and clarity among staff and other stakeholders, including funders, about
essential program activities and expected (and realistic) outcomes

Identify opportunities for program improvements

Articulates beliefs and assumptions that underlie choice of activities and intended outcomes
Assess the program’s likelihood of success and identify factors that could impact success
Increase understanding of program performance by clarifying the sequence of events from
inputs through outputs through outcomes

Useful for determining whether planned actions are likely to lead to desired outcomes. A
logic model helps to test theories underlying the program design. And this helps planners to
adjust program activities while keeping focused on the desired program outcomes in the
evaluation fields. Logic models play a role in targeting appropriate evaluation questions,
performance indicators and measures within an evaluation plan.
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Elements of Program Description:

A program requires a clear description that is agreed An effective program description
upon by stakeholders: requires clarity and agreement
on:
e Overall Goal: consider the major issue that the
program will address, what is the impact? What The overall goal the program
kind of change does the program address? is to address

The key target groups(s)
The potential outcomes of
the program

e Key target groups: who is the program
targeting?

e Qutcomes: what are the outcomes that the
program hopes to achieve?

A good program description requires clarity and agreement on:

e The activities the program needs to undertake
o The program activities that the program offers to participants that will bring
about the change
e The program logic or program theory
o The causal relationship among activities and outcomes.
e The context (surrounds) or bounds of the program.
o The inputs and assumptions

In a logic model, the causation puts an emphasis on “why I think this is going to work” verses
the factual or scientific understanding of causation, meaning the reason why something will
happen. A logic model is one way of describing a program. The important thing is to have clear
program description and developing a logic model is usually the easiest way to get there.

Logic Model Construction
There are various formats of the logic model used. The one below is a “classic” results logic
model:
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The ‘Classic’ Results Logic Model

If these
If you benefits to
accomplish If you participants are
your planned accomplish achieved, then
I you have activities, then your planned certain changes
dccess fo you will activities to the in organizations,
Certain them, then you hopefully deliver extent you communities,
resources are can use them the amount of intended, then or systems
needed to 1o accomplish product and/or your participants might be
operate your your planned service that will benefit in expected to
proumm activities you intended certain ways occur

Rasources/ ! ‘ '
Inputs .' Activities .! Outpuls
L

Oulcomes

o ] ooams ] o |
FCal R

Your Planned Work Your intended Results

Source: Rogers, Patricia (2006) Using Programme Theory for Complex and Complicated Programmes EES-UKES Conference London 2006

Figure 10: Classic Logic Model Results

There are Four key steps in developing a program logic model:

1. Identify and list

a. Activities

b. Intended effects or “outcomes”
2. Arrange these in time sequence

3. Elaborate
a. Add boxes to represent inputs and outputs

b. Consider assumptions, context and stage

c. Draw arrows
4. Review and Refine

Figure 11 shows an example logic model made into a table or flowchart:
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Basic Logic Model

-

Long-term
Program A Particip Short Intermediate
Investments we Vb W conth
do under what
What we conditions
invest What resuits
I Assumptions I I External Factors

Figure 11: Basic Logic Mode- The 6 Elements of a Logic Model
Here is an example of a Logic Model that has been filled in:

© Programme Action - Logic Model

Inputs s Outputs s Outcomes — Impact
Activities Participation Short Term Medium Term

Long Term
What we What we do Who we What the What the What the
invest reach short term  medium term  ultimate
results are results are  impacts are
Staff Condudt Participants Learning Action Conditions
workshaops, ) ) .
R Volunteers i Clients Awareness Behaviour Social
Situation meeungs
Needs and Time Deliver services Agencies Knowledge Practice Economic
a:;t: an Money Develop products, Decision-makers Attitudes Decision making Civic
Symptoms Research base curriculum, Customers Skills Policies Environmental
) resources P - i
WBISUS Materials — Satisfaction Opinions Social action
2:::;:;': Equipment Pr::; Aspirations
er ide A
engagement Technology counselling Motivators
Partners e
Facilitate
Partner
/I\ Work with media /l\ /I\ /l\
¢ Assumptions ¢ ¢ External Factors ¢
Evaluation

Focus — Collect Data — Analyze and Interpret — Report

Figure 12: Completed Logic Model
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Important Distinctions

A ‘sphere of control’ consists of inputs, activities and outputs that a program regulates on a day
to day basis. The sphere of control is measured against the ‘sphere of influence’ which
regulates outcomes or the program.

An example of this could be, “I really want to do a good job at my activity. And if | do a good
job, my aspiration is that it'll move me specific priorities in the direction that | want and will
allow me to take this action”. We call these outcomes. Generally, these come in short,
intermediate and long-term outcomes. That's the core of a logic model. Much of the value
comes from understanding that big distinction between “what do | control” and “what do |
influence”.

Sphere of Influence

Sphere of Control

ElelieE)

Project Actors Boundary Partners
« Foundations

\ = Donor / Funder
« Implementing Partners « Private Sector
\ = Contractors & Sub-contractors « Government
e * (505 & CBOs

Figure 13: Sphere of Control, Sphere of Influence and Sphere of Interest https://www.rootchange.orq/2018/12/19/volume-3-
participatory-monitoring-evaluation-and-learning-in-complex-adaptive-environments/

For example, a program that offers training which is considered an activity. The fact that people
learn something from the training allows them to gain knowledge which will then be why their
behavior might change. In this way my activity is impacted the sequence of outcomes. So first
and foremost, the first thing to do is to establish a clear idea of the sequence of events. Often
this is one of the biggest challenges when planning evaluation. This video provides further
insight into Evaluations. For a deeper understanding about the difference between outputs and
outcomes, click here.
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Before constructing a program logic model, please use the below chart for a guide:

Logic Model Components

Components
Need (community need)
e Brief description of community and problem being
addressed

Examples \

GBMSM have lower
rates of STl screening in
HIV care settings
compared to other
populations

Program Goals
e One or two short sentences outlining the main goal and
purpose if the program

To increase the rate of
STl testing in GBMSM

Rationale
e One or two sentences that summarizes the set of beliefs,
based on a body of knowledge, about how change occurs
in the field with the specific clients (or audience)

Research shows that
routine STl screenings
can be effective in
reducing risk of
accquiring STI

Inputs (Resources Required)
e This refers to the resources that are required to deliver
the program activities. Resources may include staff,
materials and supplies, in-kind donations, volunteers, etc.

2 FTE coordinators
1 FTE manager
Evaluation team
Budget: 58,000

Activities
e This refers to how a program is delivered (e.g.,
workshops), and to the program content (e.g., module

Implementing targetting
training around testing
protocol for staff in the

topics) clinic
e Developing a social
media campaign to
increase testing among
GBMSM population
Outputs e Number of staff trained
e This refers to the products of the activities or the volume o Number of participants (
of a program’s actions, such as products created or GBMSM tested)
delivered, number of people served, number of patients e Number of people
treated or tested or attending sessions etc. It is important reached
to highlight that satisfaction/quality of program would be e  Number of GBMSM
an output but is commonly mistakenly thought of is an reached

outcome. If individuals are satisfied with the service, it
doesn't mean that they have changed/improved. For
example, they might want to come again and again but
doesn't mean they've changed/benefited in any
way/gained anything therefore it is an output and not an
outcome.

Target population

GBMSM living in Toronto

Program Evaluation Fundamentals OHTN
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e This refers to the population served by the program or by
each of the components of the program. It can be
specified in the ‘activities’ section if not included
elsewhere in the logic mode

Short-term outcomes
e This refers to the immediate or short-term changes that
should occur as a result of the program activities. These
often include changes in awareness or knowledge.

Increased awareness
among GBMSM about
testing services

Medium-term outcomes
e This refers to the medium-term changes that should
occur as a result of the program activities. These often
include changes in behaviours or attitudes.

Increased testing among
GBMSM

Long-term outcomes
e This refers to the long-term changes that should occur as
a result of the program activities. These often include
changes in social conditions or other long-term effects.

Decreased incidence of
STD among GBMSM

Assumptions
e A brief list of the facts or conditions that are assumed to
be true, enabling change to happen.

We are making the
assumption around our
target population,
GBMSM, being best
reached out to through
social media as opposed
to other delivery modes

Table 3: Sample

Below is a sample of the logic model using the case study above. The first two headings (green
and red) include inputs, activities, outputs, target group, short term outcome, mid-term
outcome, and long term outcome. We will be covering the aspects under “measurment plan” in

the next module.
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Program Plan: GBMSM and Testing Measurement Plan

Inputs Activities Outputs Target Group Outcome Statements Success Measurement Evaluation
Indicator Tools Design
(Short-term
outcomes)
Resources Activities, Deliverables Client, Short-Term Mid-Term (Impact) Long-Term Evidence of Surveys, Tests; Data Design
Budget Tasks, e (Impact) Success Other Measures
) roup (Program (6-12 mths post
Strategies i (at end of
completion) program) (2 yrs + post
program) program)
2 FTE Develop # of staff trained | All GBMSM and
coordinators training for transgender clients
! stalffl g # of GBMSM who agre over tlhe age increased Increased HIV screening | Reduced new HIV Clients Serviced: Client Measures -File review
1FTE tested g awareness among infections
manager Implement of 16 GBMSM about Increased proportion of Year 1=~800 - Ease of process - Pre/post surveys
g traf’n.n o # of social media testing services newly tested/never been| Reduced new HIV diagnostic tests collected in person
ni
Evaluation g posts tested diagnoses - Engagement/ and online
) staff Increase HIV Year 2= ~700 Satisfaction
eam
Create social # of social media awareness and Increased positive HIV diagnostic tests - Focus Groups
I . . -
Budget: di views/ likes knowledge outcomes including number of tests/
$8,000 media regarding safe sex | linkage to care 100% of clients diagnoses conducted | -3 to 6 month follow-
’ content to # of GBMSM X ; 8 antiretroviral therapy who met the up Interviews
romote practices inclusi Service Provider
ﬂw testin reached via social (ART) uptake, and viral program inclusion W
& media Awareness of suppression criteria were fleasures
f connected to
Promote resources in the - Ease of process
social media community program
i - Engagement
content via Administrative 1gager /
all social Satisfaction
media - # hrs meetings
platforms
available - # hrs training
-#hrs
coordination
- # days evaluation
Table 4: Completed Logic Model Sample
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When to develop a Logic Model?

The best time to develop a logic model is early on in the planning stages of evaluation, in order
to identify which activities must be included if the desired outcomes are achieved. During
evaluation, a logic model should be developed as a first step so that it can serve as a framework
and guide for evaluation questions. However, this does not always happen, so even if a
program is already implemented, or evaluation has already begun, it is important to develop a
logic model as soon as possible in order to maintain focus. It is also important to review an
already developed logic model as it is not unusual for a program to shift or change throughout
implementation (e.g. Target demographic may include less or more populations, which will shift
the logic model). A logic model should be reviewed every six to 12 months in order to stay
current.

Determining Evaluation Questions

Determining evaluation questions is a key activity in the evaluation planning stage to identify
learning from the program. This is a team engagement activity, that needs strong leadership
and facilitation in order to reach a consensus. Evaluation questions are broad in nature, and
reflect the priorities of the evaluation team. Each question is either linked to the
activities/outputs or target groups identified in the logic model which is a process evaluation, or
linked to the outcomes which is an outcomes evaluation (see Figure 14) and these sample
evaluation questions for more information.
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PLANNING YOUR EVALUATION
IDENTIFYING EVALUATION QUESTIONS - EXAMPLES

Examples of Evaluation Questions

Activities (PROCESS)

Think sbout Were activities implemented as planned? (how often, when, where, duration)
which To what extent was there program fidelity (adherence to the intended model of
activities practice)?
contribute
towards the s Se—_— n
:’n'o,,m.' Did the activities vary from one site to another? Or one staff person to another?
Are there any Were required resources in place and sufficient?
activities you
Dertcalerty Did staff think they were able to implement the activities as planned? If not, what
concerned factors limited their implementation?
about?
Did staff and community partners think the partnership was positive?
Did community partners think the activities were implemented as planned?
What activities worked well? What activities did not work so well?
Think about
who the What was the cost of delivering the activities?
program is
s:,,":r,z' What are best practices in relation to program delivery?
need to know
oo Target Groups (PROCESS)
reaching and How many children/youth and/or families were reached?
who you are
not? What are the program participants’ characteristics? (including presenting issues and
demographics) Did the program reach the intended target group?
To what extent did activities reach children/youth and/or families outside the target
group?
What proportion of children/youth and/or families were reached?
Were potential participants (non-participants) aware of the program?
Were participants satisfied with the delivery of the program?
How do staff, community partners and referring agencies feel about the program?
How did participants find out about the program?
Think about How many children/youth and/or families completed the program?
which
outcomes Outcomes
rotekar Have the short-term outcomes been achieved? (List the short-term outcomes of the
Which program from the logic model.)
outcomes
. Have the medium-term outcomes been achieved? (List the medium-term outcomes of
achleve? the program from the logic model.)

Adapted from.: The Public Health Agency of Canada Progrom Evaluation Toolkit, Nancy Porteous, Barbara

Sheldrick ond Paula Stewart (1997):

Figure 14: Identifying Evaluation Questions
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Reviewing the Evidence
“Another highlight about developing the [evaluation] framework was that it gave [the
agency] the chance to research other more effective ways to do consultations which
opened the door to a potential of an entirely new model to implement the [evidence-
informed practice].” — Evaluation Grant Recipient, 2008/09

Reviewing literature in specific areas relating to program outcomes is an important step to
further developing, reviewing and implementing an evaluation framework. At the planning
stages, it can help to identify other evaluations of similar programs that have been conducted
including key evaluation questions, outcomes being assessed, measures used and barriers or
challenges encountered. This is important information that can help inform development of the
evaluation framework. At the implementation stage, it is important to investigate evidence and
informed practices as they relate to the program as this will help to inform optimum program
delivery.
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Module 4: Selecting Methods and Data Sources

Purpose

The purpose of this unit is to identify the appropriate data collection methodology.
Learning Objectives:

By the end of this module you should be able to:

e |dentify your appropriate data collection methodology, data sources, and indicators
specific to your evaluation question

Module 3: Module 5:
Planning an Developing
Module 1: Evaluation- Data Module 7:
Introduction Program Collection Sharing
to Evaluation Goals Tools Findings

Module 6:
Organizing

Module 4:

Module 2:

Planning an Selecting

Evaluation- Methods and and Analyzing
Stakeholder Data Sources Data
Engagement

You are here!

Selecting Data Collection Methodology for Specific Evaluation Questions
This section involves collecting stories and other data to answer process and outcome evaluation
questions through measuring outcomes. This step will also lay the groundwork for conducting outcome
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evaluation which assesses the effects or program interventions.

Build |
evaluation /You are here!
frameworks Select
(logic model, Methodology
Engaging theory of and Data
Stakeholders change) Sources
Identify Determine
program goals evaluation
and objectives guestion

As the evaluation questions have been established and prioritized, the next step is to select methods.
Some evaluations require a multi-method approach, in order to understand if the intervention worked,
and why the intervention worked. In most cases, quantitative and qualitative data must be collected to
understand how the program has been implemented (process evaluation), and the changed the
participants are experiencing (outcome evaluation). Both process and outcome evaluation are important
because documenting implementation is directly relevant to understanding the outcomes. Having an in
depth understanding of program components that have been implemented, and to what degree
provides a deeper understanding of what is successful.

Adapted from: CIHR and YouthRex

Ildentifying Data Sources

The process of identifying data sources is often interwoven with that of selecting methods. For example,
if quantitative program data is not available to inform a specific evaluation question, there may be a
need to select qualitative methods. In planning a research project, a researcher may decide to remove a
particular question from the study. In evaluation, this is rarely acceptable—if the question is important,
there should be an effort to answer it. The best data sources in many cases are individuals and
participants. Organizations have formal approval processes to access program data, for both staff or
internal reports.
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Identifying Appropriate Indicators
Indicators provide information that

will show how successfully a program
is achieving its intended activities and

Questions to consider:

e What is the best way to measure program’s
positive effect on participants?
What changes are to be expected in participants
as a result of their participation?

outcomes. While outcomes are often
stated as the intended impacts of a
program, indicators will show
tangible, measurable and observable
information about the program. More

What features of the program are important in
achieving intended effects and therefore need to
be monitored?

What indicators are there that the program is not
reaching intended effects?

than one indicator can be assessed to
more accurately respond to a
particular evaluation question. An
indicator can be defined as a
summary statistic used to give an
indication of a construct that cannot be measured directly. For example, quality of care cannot be
measured directly, however, particular processes such as adherence to best practice guidelines, and
outcomes such as change in participant knowledge are known to be related to quality of care.

Good indicators:

“.... should actually measure what they are intended to (validity); they should provide
the same answer if measured by different people in similar circumstances (reliability);
they should be able to measure change (sensitivity); and, they should reflect changes
only in the situation concerned (specificity). In reality, these criteria are difficult to
achieve, and indicators, at best, are indirect or partial measures of a complex situation”
-Alberta Heritage Foundation for Medical Research (1998: 5).
Some examples of indicators are:
e participation rates
o e