
1
The California HealthCare Foundation

www.chcf.org
The California Wellness Foundation
www.calwellness.org 

Evaluation 2015
November 12, 2015

Integrating Evaluation & Learning 
in Foundations 

Amidst Organizational Changes



2
The California HealthCare Foundation

www.chcf.org
The California Wellness Foundation
www.calwellness.org 

Jamie Schenker

Project Manager, Evaluation & 
Organizational Learning

San Francisco, CA

JSchenker@Calwellness.org
Twitter: @js_calwellness

Rosanna Tran

Learning & Evaluation 
Officer

Oakland, CA

rtran@chcf.org
Twitter: @rtranCHCF



3
The California HealthCare Foundation

www.chcf.org
The California Wellness Foundation
www.calwellness.org 

Icebreaker!
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 Shared Context

 The California Wellness Foundation

 California HealthCare Foundation

 Cross-cutting themes

 Discussion and Q&A

Agenda
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 Foundation focus 

o Health
o Underserved populations
o Focus on California

 Organizational changes

o New leadership
o Strategic planning
o Staff changes

 Evolution of Evaluation & Learning functions

Shared Context



6
The California HealthCare Foundation

www.chcf.org
The California Wellness Foundation
www.calwellness.org 

Evaluation @ The 
California Wellness 

Foundation
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The mission of The California Wellness Foundation is 
to improve the health of the people of California by 

making grants for health promotion, wellness 
education and disease prevention. 

Since its founding in 1992, Cal Wellness has awarded 
7,690 grants totaling more than $912 million.
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Foundation Goals:
• to address the particular health needs of traditionally underserved 

populations, including low‐income individuals, people of color, 
youth and residents of rural areas;

• to support and strengthen nonprofit organizations that seek to 
improve the health of underserved populations;

• to recognize and encourage leaders who are working to increase 
health and wellness within their communities; and

• to inform policymakers and opinion leaders about important 
wellness and health care issues.
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20142013

Strategic Planning (2 year process)

2015

Evaluation Framework Planning/ 
Implementation

Interim President/CEO

Welcomed 
New 

President/
CEO (April 
2014)

Ongoing Staffing Transitions

LOI Moratorium (11 months)

Launched Advancing Wellness

Launched Online Application Process

Upgraded grants 
database

Changes

Continued 
changes…
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Evaluation Evolution at Cal Wellness

Early Years/ 
Initiative Era 
(1992 – 2000)

Early Years/ 
Initiative Era 
(1992 – 2000)

• Academic and 
rigorous approach to 
evaluation vs. needs 
of organizations and 
communities we 
serve

• High cost vs. 
knowledge gained

• Sustainability of 
grantee 
organizations

Responsive 
Grantmaking
Program  (2000 

– 2014)

Responsive 
Grantmaking
Program  (2000 

– 2014)

• Challenging to show 
“impact”

• No real externally 
communicated goals

• Retrospective‐only 
approach

Advancing 
Wellness (2014 

– 2024)

Advancing 
Wellness (2014 

– 2024)

• Grantmaking goals to 
guide work

• Set of indicators to 
inform work

• Ongoing learning 
and course 
corrections
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Adaptive Evaluation Framework 
• Identify:  Determine grantmaking strategies; set up systems 

to track effects of funding.
• Test:  Award grants to organizations. 
• Document:  Document what resulted from the funding. 
• Learn:  Reflect and learn from the data.
• Adapt:  Take the learnings and adapt future strategies.

Framework was adapted from the work of:
• Patricia Patrizi

• Elizabeth Heid Thompson
• Julia Coffman
• Tanya Beer 
• Erica Snow
• Jewlya Lynn
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Identify: Determine grantmaking
strategy & tracking systems
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Portfolio Indicators Outcomes Foundation Goals

Bridging the Gaps 
to Access and 
Quality Care

• # individuals 
enrolled in 
Covered CA

• # and description 
of activities that 
inform policy 
makers

Stronger, more 
equitable and 
effective health 
systems and 
organizations

• Address health 
needs of 
underserved

• Support and 
strengthen 
nonprofit 
organizations

• Encourage 
leaders

• Inform policy 
makers and 
opinion leaders

Expanding
Employment and 

Education Pathways

• # of persons 
served by 
workforce dev 
programs

• # of hard‐to‐
employ persons 
who attain 
employment

Increased access to 
educational and 
employment 
resources
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Test: Award grants to organizations
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Document: what resulted from 
funding?
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Learn:  Reflect and learn from the 
data.
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Adapt:  Take the learnings and adapt 
future strategies.
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Year One Goals:
• Track objectives/indicators in grants 
database

• Revise closeout report form and grantee 
report forms 

• Create dashboards to support learning
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One year in…
• Track objectives/indicators in grants database

– Better tracking of objectives 
• Revise closeout report form and grantee report forms 

– First round of revised grantee report forms January 
2016

• Create dashboards to support learning
– Change to approach
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New President & CEO (January 2014):

 Sandra R. Hernández, MD

New Goals (March 2015):

 Informing Decisionmakers

 Improving Access for Low-Income Californians

 Ensuring High-Value Care

Changes in organization 
and strategy
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 Addition of “Chief Learning Officer” position

 Outcome-focused goals

 Emphasis on learning

Implications of organizational 
changes for evaluation & learning

Rosanna Tran
Learning & Evaluation Officer

Marian Mulkey, 
Chief Learning Officer
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Before After
What? Grants & Projects Strategy

When? Retrospective Ongoing

Who? Narrow audience 
(internal)

Broader audience
(internal)

How? One-size-fits-all Flexible & tailored

Four shifts in evaluation
and learning
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Case 1: Evaluation

Environmental Indicators 

& Initiative Metrics

Two cases

Case 2: Learning

Results Reports
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CASE 1: Evaluation
Indicators & Metrics
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CHCF Strategy

Informing 
Decisionmakers

Ensuring High‐
Value Care

Improving 
AccessGoals (3)

Initiatives 
(~10‐15)

Projects
(~200)

Grants
(~500)

Focus 
our 

evaluation 
efforts 
here!
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Indicator
(Associated Goal)

Baseline 
(Year)

Desired 
Direction

Among low‐income Californians, share 
that has delayed or didn’t get needed 
care (Access)

12.2%
(2012)

Full‐time equivalent physicians 
participating in Medi‐Cal, per 100,000 
Medi‐Cal enrollees (Access)

128
(2013)

Average annual growth in health 
spending in California (High Value Care)

5.9%
(1991‐2009)

Environmental indicators
Illustrative examples

Sources: California Health Interview Survey; Medical Board of supplemental survey; Centers for 
Medicare & Medicaid Services Expenditure Data; Bureau of Economic Analysis
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Initiative metrics

Metric Opioid‐related deaths (including prescription 
opioids and heroin) over a 5‐year period

Baseline Value  (Year) 7,428 
(2008‐2012)

Target (2018) 6,685 
(decrease by 10%)

Why It Matters Death from accidental overdose affects individuals, 
families, and communities ‐‐ and represents the tip of 
the iceberg in terms of medical and societal costs. 

Associated Environ. Indicator
(Ensuring High‐Value Care)

Average annual growth in health spending in California

Illustrative example –
Decreasing opioid-related morbidity and mortality
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Grants & Projects

Initiative

Decrease 
opioid 

morbidity & 
mortality

Safe 
prescribing 
coalitions

Academic 
detailing

Integrating 
addiction and 

medical 
treatment

Plus 
Many 
Others!

Opioid initiative – related grants & projects
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CHCF Strategy

Informing 
Decisionmakers

Ensuring High‐
Value Care

Improving 
AccessGoals (3)

Initiatives 
(~10‐15)

Projects
(~200)

Grants
(~500)

Focus 
on 

outcomes

Process 
measures, 
outputs
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Before After
What? Grants & Projects Strategy

When? Retrospective Ongoing

Shifts – Indicators & Metrics
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CASE 2: Learning
Results Reports
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 Borrowed and adapted from the Robert Wood Johnson 

Foundation. 

 Written by program officers for an internal audience. 

 Summarize accomplishments, challenges, and lessons.

 Discussed by staff and shared with board on a regular 

basis. 

 Intended to spark discussion and learning.

What are Results Reports?
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Results Reports - before
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Results Reports - after
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 How can we help a small, dedicated organization 
continue to deliver under increasing demand? 

 How do we best work with state agencies, given 
multiple competing priorities and limited 
bandwidth?

Results Reports
Example reflection questions
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Before After
Who? Narrow audience 

(internal)
Broader audience
(internal)

How? One-size-fits-all Flexible & tailored

Shifts – Learning 
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Still more work to do!
…and few staff and little time to do it. 

Evaluation & 
Learning Shifts

Challenges

Grants to 
Strategy

• Linking grant/proj outcomes to 
initiatives and goals

Retrospective to 
Ongoing 

• Ongoing use of metrics
• Mid‐term learning opps

Narrow audience to
Broader audience

• Expanding to grantees and 
external audiences

One‐size‐fits‐all to 
Flexible & tailored

• Criteria for Results Reports



40
The California HealthCare Foundation

www.chcf.org
The California Wellness Foundation
www.calwellness.org 

INSIGHTS
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 It’s about the thinking…not the numbers

 Audience, audience, audience

 Ongoing process

 Collaboration across departments

 Intersection of framework and process

Insights
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DISCUSSION
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