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ARE YOU READY TO EVALUATE?

Evaluability assessment is a systematic process for deciding whether evaluation is justified, feasible and likely to provide useful information. The following questions can help you to decide whether your organization is ready to evaluate itself and its work!














         





         Yes   
No

1. Are partners committed to collaboratively evaluate their work?
  




(
(
2. Are coalition’s goals realistic?



  
  




(
(
3.    
Are interventions consistent with coalition’s goals?
  






(
(
4.
Are desired results specific & clear enough to be assessed?
  




(
(
6.
Are strategies well-grounded in theory and/or prior evidence?





(
(
7.
Do you know what kinds of data will be needed? 







(
(
8.
Are these data available and/or do you know where to access data? 




(
(


9. 
Are there any factors that limit or constrain access to these resources? 




(
(
10.
Will evaluation generate findings that will be used to make strategic

and/or policy decisions by coalition? 
  








(
(
11.
Are evaluation findings likely to be generalizable & useful in assessing 

whether strategies should be expanded to new populations/settings? 




(
( 
12.
Do adequate resources for evaluation exist that can be shared or obtained                                                                                                   ($, money, time, expertise & partner support)?







(
(
13.
Will evaluation address key questions & be translated into “lessons learned”?   



(
(
14.
Is coalition willing to heed results, even if they cause it to change or be viewed differently?   

(
(
13.   
Is evaluator willing to listen to input from coalition in designing evaluation, interpreting results, 

and how results are reported? 









(
(
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  From Mancini JA, Marek LI, Byrne RA, Huebner AJ. (2004). Community-Based Program Research: Context, Program Readiness and Evaluation Usefulness.                                    J Comm Pract, 12(1/2: 7-21); Patton MQ. (2008) Utilization-Focused Evaluation. Los Angeles, CA: Sage, 43-5.
Develop Evaluation Questions Objectives and Activities 

Before you start to evaluate, you have to know what questions you want to have answered. The questions will drive the evaluation, not the other way around. You should also clarify the purpose of the evaluation and who will use the results. These two facts will help focus evaluation questions and the communication plan. Evaluating with the end user in mind will also increase the likelihood that the results will be used. Some typical questions that your organization might want to ask follow:

· What about organization works/doesn’t work well? How can we make it work better? 

· Who are key members? Are we meeting their needs? Are we building their capacity?

· What resources have been most helpful or are needed? What are associated costs? 

· Do strategies fit organization’s mission & goals?

· Are strategies successful? Are we reaching intended groups?

· What have we accomplished? 

	Evaluation Questions

	Concerning Coalition?
	Concerning its Strategies?

	1.


	1.

	2.


	2.

	3.


	3.

	4.
	4.



	5.


	5.

	6.


	6.
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Logic Model

A logic model depicts the flow of materials and processes to produce results desired by coalition; it describes the core components  and strategies and shows connections between and among them. It can help you design a plan and select appropriate outcome measures or describe coalition and its strategies for grant proposals. Major elements include: 
· Inputs - materials that coalition takes in and processes to produce the desired results. Types of inputs are people, money, equipment, facilities, supplies, people's ideas and time. Inputs can also be major forces that influence the coalition or its strategies. For example, inputs to training include learners, materials, teachers, classrooms, funding, paper and pencils. 

· Processes (or Activities or Strategies or Methods) - Processes are used by coalition to produce desired results. Logic models are concerned with recurring processes. For training, they include recruitment, pretesting, training, post-testing and certification. 

· Outputs - tangible results of major coalition processes. They are usually accounted for by amount, such as number of students who failed/passed test, courses taught, tests taken and teachers hired; may indicate success or failure of coalition to reach goals. 

· Outcomes - impacts on those people whom coalition wanted to benefit with its strategies and are specified in terms of: a) learning, including enhancements to knowledge, understanding/perceptions/attitudes, and behaviors; b) skills (to accomplish results, or capabilities); or c) conditions (increased security, stability or equity). 

· External Influencers – positive or negative factors outside of your control that may influence coalition or strategy outcomes y (such as climate, geography, economy, or politics).
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Elements of the Logic Model

Resources 

available to 

support the 

program

Activities 

you plan

to conduct

in the

program

Product or

Service 

Delivery/

you plan 

to produce

User(s) of 

Products/

Services.

Priority 

Audience 

that program

Is designed

to reach

Changes in

Knowledge, 

Attitudes,

Beliefs, 

skills

Changes in 

Practice, 

policy or 

behavior

Change in

condition or

health 

status

Program

Results from Program

External Influences

Factors outside of your control (positive or negative) that may influence impact or outcomes of the program
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Logic Model

Organization (Name) ____________________________________________________
Program (Name) ________________________________________________________
	Inputs


	Processes
	Outputs
	Short-term outcomes
	Intermediate outcomes
	Long-term outcomes

	







	
	
	
	
	


Develop Short, Intermediate & Long-term Outcomes and measures 

Outcome measures identify expected effects or level of success needed to meet work plan and are based on expected change from known baseline. They should be related to logic model’s inputs, activities, outputs and outcomes (short-term, intermediate and long-term). 

1. In identifying short-term outcomes, think 0-6 months: What changes in knowledge, skills, process or structure do you see? 

2. In identifying intermediate outcomes, think 6-12 months: What behaviors do you see in participants, organization & community? 

3. For long-term outcomes, think 1-3 years: What policy, systems and environmental changes would you expect to see in participants, organization or community? 

4. Link short-term, intermediate- and long-term outcomes by applying the following sentence: "if this short-term occurs, then this intermediate outcome occurs, and if this intermediate outcome occurs, then this long-term outcome occurs. 

Choose Evaluation Methods and Collect Data/Information

For each measure, identify what information you will need to collect/measure to assess it. Consider program records and other data. 

· Is it practical to get that data? What will it cost? Who will do it? 

· When to collect data: before/after program, 6 months after, 12 months after 

· Data collection methods: Questionnaires? Interviews? Surveys? Document review? 

· Pretest your data collection methods 

· Write a procedure to specify: What data is collected? Who collects it? How? When? What do they do with it? 

Selecting which methods to use. The overall goal is to get useful information to key decision makers in the most cost-effective, realistic way. Use a combination of methods - surveys to quickly collect a lot of information from many people and interviews to get more in-depth information from key informants. Case studies can provide in-depth analyses of those who benefited or not from the strategy. 

Consider these questions:

1. What information is needed to make current decisions about a product or strategy?
2. How much can be collected and analyzed in a low-cost and practically, e.g., using surveys and checklists?
3. How accurate is information (reference the table for disadvantages of methods)?
4. What methods should be used if additional information is needed?
5. Will information seem credible to decision makers, e.g., to funders or top management?
6. Will audience accept methods, e.g., complete surveys, engage in interviews/focus groups, and allow document review?

8. Who can administer the methods now or is training required?
9. How will information be analyzed? 

Sources of Information

Existing Data


Coalition Documents: Reports, newsletters, minutes, rosters





Existing databases





Agency, media, school & business records or websites

People


Coalition members





Participants or participants





General public





Key informants (funders, agency officials)

Other



Actual events, activities, practices





Before & after pictures (photovoice)





Maps, charts

  





Data Collection Methods    

Survey


Mailed, electronic, in-person or by phone

Case Study


Detailed data collection using multiple sources & methods 

Interviews


May be in-person, phone or via focus group

Observation


Data collection via trained interviewers 

Group Assessment

Group process of Delphi technique, Nominal Group Process, brainstorm or forums

Expert or Peer Review
Examination by peers, panel or experts or review committee

Portfolio Review

Collect materials/work samples to evaluate quality & scope

Testimonials


Personal responses & reactions by key members or participants

Tests



Standard measures of knowledge, skill & performance

Photographs & videos
Collection of visual images & stories

Diaries & Journals

Chronological record of events that reveal personal views

Logs



Factual, brief chronological records

Document Analysis

Content analysis to assess & summarize printed materials

     Taylor-Powell E, Rossing B, Geran,J. (1998). Evaluating Collaboratives: Reaching the Potential. Madison, WI: U of Wisconsin Cooperative Extension 
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                                        Overview: Methods Used to Collect Evaluation Data 

	Method
	Overall Purpose
	Advantages
	Challenges

	Questionnaires, Surveys, 
Checklists
	To quickly and/or easily get a lot of information from people in non threatening way
	-can complete anonymously
-inexpensive 
-easy to compare & analyze
-administer to many people
-can get lots of data
- sample questionnaires already exist
	-might not get careful feedback
-wording can bias participant's responses
-are impersonal
-in surveys, may need sampling expert
- doesn't get full story

	Interviews
	To fully understand someone's impressions/experiences or learn more about questionnaire answers
	-get full range and depth of information
-develops relationship with participant
-can be flexible with participant
	- time consuming
- hard to analyze & compare
- costly
- interviewer can bias participant's responses

	Document

Review
	To get impression of how program operates without interrupting it – review memos, minutes,  applications, finances
	-provides comprehensive, historical data 
-doesn't interrupt program or participant's routine 
-information already exists
-few biases about information
	- often takes much time
- info may be incomplete
- need to be clear about what looking for
- data restricted to what already exists

	Observation
	To gather accurate information about how program actually operates
	-view program operations they actually occur
-can adapt to events as they occur
	- difficult to interpret behaviors
- complex to categorize observations
- may influence participant behaviors 
- expensive

	Focus Groups
	explore topic in depth through group discussion, e.g., reactions to experience/suggestion or understanding common complaints
	-quickly & reliably get common impressions 
- efficient way to get broad range & depth of information 
- can convey key information about programs
	- difficult to analyze responses
-need good facilitator 
-difficult to schedule 6-8 people together

	Case Studies
	to fully understand participant's experiences in program &  compare cases
	- depicts participant's experience in program input, process & results
-powerful way to present program to outsiders
	- time consuming to collect, organize & describe data
- depth of information, rather than breadth
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EVALUATION QUESTIONS AND METHODS

	
	Data Collection
	Design

	Key Evaluation Question(s)
	Evaluation Measure(s)
	Survey/

Scale
	Structured Interview
	Self Report/ Log
	Direct Observation
	Archival Records
	Case Study
	Pre-Posttest Control Group
	Time Series

	A.
Planning & Implementation Issues


	A. 
Descriptive/Process Measures
	
	
	
	
	
	
	
	

	Who participates?
	Demographic data
	
	X
	X
	
	
	X
	
	

	Why do participants drop out?
	Reasons for dropping out
	
	X
	X
	
	
	X
	
	

	 Are different activities generated?
	Type & frequency of activities
	
	
	
	X
	X
	X
	
	

	B.
Assessing Attainment of Objectives


	B. 
Outcome Measures
	
	
	
	
	
	
	
	

	How many participate?
	# of participants
	
	
	X
	X
	X
	X
	
	X

	How many hrs. are participants involved?
	# of hours by activity
	
	
	X
	X
	X
	X
	
	X

	How many people are trained?
	# of participants per workshop
	
	
	X
	X
	X
	X
	
	X

	C.
Impact on Participants


	
	
	
	
	
	
	
	
	

	How do attitudes & behavior change by participating in program?
	Changes in attitude & behavior
	X
	X
	X
	X
	X
	
	X
	X

	Does participation affect incidence of problems?
	Incidence of problems (substance abuse, gang involvement)
	X
	X
	
	
	X
	
	X
	

	Are participants satisfied with experience?
	Participants’ satisfaction ratings
	X
	
	
	
	
	X
	
	

	D.
Impact on Community


	
	
	
	
	
	
	
	
	

	What resulted from program?
	Changes in programs, policies & practices of  organizations 
	X
	X
	X
	X
	X
	
	
	X

	Do program benefits outweigh costs?
	Cost-benefit data
	
	X
	X
	
	X
	X
	
	

	Are community members/participants satisfied w/services?
	Participant/community satisfaction ratings
	X
	
	
	
	
	X
	
	


From Francisco, V. T., Capwell, E. M., & Butterfoss, F. D., (2000). Getting off to a good start with your evaluation. Health Promotion Practice, 1(2), p. 130.

Pitfalls to Avoid 

1. No evaluation plan is “perfect". Do something rather than wait until all details have been tested. 
2. Include interviews in your evaluation plan. Surveys don't capture the “story" which powerfully shows the value of your services.
3. Don't interview only successes; you'll learn a lot by understanding program failures.
4. Don't throw away evaluation results once report is done. Results provide key information later when trying to understand change.
	Sample Evaluation Plan

	Objective: By June 29, 2010, increase training to partners on “Implementing and Evaluating System Change” from 1 to 10 sessions. 

	Evaluation Questions
	Indicators
	Data Sources
	Data Collection

	1. How many training sessions were conducted in 2010? 
	# of training sessions conducted during 2010. 
	Administrative records; Training log 
	# of sessions conducted. 

	2. Did training sessions have defined goals & objectives? 
	# of training sessions with stated goals & objectives. 
	Training document abstraction 
	# of sessions with defined goals & learning objectives. 

	3. How satisfied are staff (or partners) with training offered? 
	Level of participant satisfaction with training sessions. 
	Participant satisfaction surveys 

Participant interviews 
	Self-administered survey post-session; Telephone interview 

	4. Did appropriate partner representatives attend training? 
	# & type of participants that meet audience description. 
	Attendance logs; Participant demographic sheets 
	% of attendees by: demographics, job type, organization represented, position in organization 

	5. Did participants increase their knowledge of key objectives? 
	Change in knowledge after completing training. 
	Pre- & post-test scores. 
	Self-administered survey conducted pre- & post-training  

	6. Are participants able to translate training into practice? Do participants intend to use new knowledge in their work? 
	% of participants able to identify one potential work application. Of those, % that will incorporate that application into their work 
	Participants survey questions: “Identify 1 way that you will incorporate new information learned today into your work. If you cannot, describe barrier(s) to incorporating this information.” 
	Self administered survey post training—question added to post-test survey. 

	7. Did participants use knowledge gained during training  in their work? If not, why?
	# of skills developed in training that are incorporated into work post training & list of reported barriers. 
	Follow-up written survey of attendees 
	Self-administered mail survey conducted 1–3 months after training session. 
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	Sample Evaluation Plan



	Objective: 

	Evaluation Questions
	Outcome Measures
	Data Sources/Methods
	When

	1. 
	
	
	

	2. 
	
	
	

	3.
	
	
	

	4.  
	
	
	

	5. 
	
	
	

	6. 
	
	
	

	7. 
	
	
	

	8.
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