Regional Center for Healthy Communities (Metrowest)
Program Evaluation Training

April 12, 2011
Key Points* 

*also look for attachments of handouts
Results from the pre-training survey showed that most participants wanted to focus on logic models and deciding what to measure. The training also covered the CDC Evaluation Framework, tips for writing survey questions, and basics on analyzing evaluation data and using results to make decisions about your program.
Definition

Program Evaluation is the systematic collection of information to make judgments about the program, improve program effectiveness and/or inform decisions about future programming. (Michael Quinn Patton, Utilization-Focused Evaluation, 1997)

The CDC Evaluation Framework
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http://www.cdc.gov/eval/framework.htm
Logic Model

· A picture of how your program is supposed to work

· Can be used as a planning tool

· Shows how different pieces of a larger program fit together

· Helps engage stakeholders

There are various templates that can be used in developing a logic model. They can be linear, resemble a flow chart, or use pictures/art to demonstrate the process. 

There is NO ONE RIGHT logic model – in fact your program may have several for different purposes (one for looking at everyday and seeing the big picture and communicating to all stakeholders, another for the funder or program evaluators that is more explicit about what is being changed or measured, one to show how your program is related to your larger agency, etc.)

Components of a Logic Model

· Activities (The activities that make up your program)

· Outputs (Measures of your activities, e.g. number of meetings, number of participants at a training; or products, such as a curriculum, a fact sheet, or a strategic plan)
· Outcomes

· Short term (include knowledge, skills and attitudes)
· Intermediate (include behavior change or action taken by target population)
· Long term (long term impact, change in conditions)
The logic follows… if we do these activities, then we will have a change in knowledge, if we have a change in knowledge, then we will have a change in behavior, if we have a change in behavior, then we will see a change in our ultimate goal.  
Logic Models: FAQ’s

Q: Is there any expectation of how many items fall under each category (activities, outputs, etc)?

A: There is no requirement unless your funder has outlined one. It all depends on your program and what it entails.

Q: When do each short, medium, and long term outcomes occur? Should it be a matter of months or years?

A: This also depends on your program and how long it runs, as well as how long is reasonable to expect certain outcomes. There are no set time limits. 

A Few Tips: 
1. Logic models are generally considered strongest if you develop them from right to left, starting with the long term outcomes first and working backward to your activities. As the question, “but how?” along the way. This ensures your outputs and activities are focused on the long term desired outcome. 
       Example: 
· Start with long term outcome: fewer youth under 21 drink alcohol
· “But how?”
· More parents speak to their children about the dangers of underage drinking (intermediate outcome)
· “But how?” 
· Parents increase knowledge in communication strategies to use with youth about underage drinking? (short term outcome)
· “But how?”

· 100 parents attend a 5-week program (output)

· “But how?”

· Our program identifies, recruits and trains parents in guiding good choices program (activities)

2. There is no “right way” to do a logic model. It’s a way to make sure that stakeholders are on the same page about how a program is intended to work and what outcomes are desired.  
3. You can use the logic model to create a workplan.  

4. Each arrow and each box in the logic model can be a point of evaluation and something that you can measure, but it is not feasible to measure every single thing that you can, so deciding what to measure is important!
The Wisconsin Extension Logic Model Course is a great resource for learning about logic models. http://www.uwex.edu/ces/lmcourse/ 
Focus evaluation design/Decide what to measure

Common types of evaluation:
(Reviewed "Logic Model and Common Types of Evaluation" handout)
· Needs/Asset – this happens before a program starts to determine what’s important and what’s the best approach
· Process/Implementation – this happens throughout the program and asks did you implement the program as intended (measures of activities and satisfaction) and helps to inform improvements to the program itself and is important to show whether you can realistically expect to see changes in your target population
· Outcome – measures changes in your target population
· Impact – might come toward the end of a project and is more concerned with the ultimate goals you’re trying to accomplish
Think about what is most important to measure. You may use the following guiding questions:

· This program will be successful if _____________.

· What changes do you expect to see as a result of this program?

· What do you want to be able to say about your program?

You may use a list of criteria for deciding what to measure, for example

· We can measure it

· We can use this information to improve the program

· It is important (to our program/stakeholders/clients, etc).  

Score the different potential evaluation questions based on these criteria, and let that help you decide. 

Then for each of the selected evaluation questions, continue on to decide

· How will you know?         (Also called 
· What will you see?             indicators)
· Where will you get the information?

· When?

· Who will do it?

· How will you share results with stakeholders/community?

You can use the Planning Chart table as a guide to organize this information.  

Tips:
· It's important to plan for pre- and post-testing in the beginning stages of your program to measure outcomes.  Collect baseline data so you have something to draw comparisons from later. (Retro-surveys are sometimes used to collect pre and post data in one survey.) *There are strengths and weaknesses to each type of evaluation tool.  
· Integrate evaluation into your work plan; do it systematically.
· If you're designing an evaluation, try to make it as easy as possible to collect the data so that it doesn’t feel like a burden or something extra.  Integrate data collection in existing program intakes/surveys, collect data along the way, keep a log of conversations and activities that can be analyzed later, hold onto materials in a scrapbook for example that will help you evaluate your program.
Sources of data for evaluation:

1. Existing information. i.e. MassCHIP, CDC, data from your program, intake forms, Census, etc.

2. People: focus groups, interviews, surveys, etc.
3. Observation: note what you see people doing, take photos, etc. 

Reviewed "Question Writing Tips" (handout)
Analyzing information
· Two general types: Qualitative and Quantitative. 

· Using both types of data can help strengthen your evaluation. 
· Using both types helps you triangulate (see the same results from different sources)

· Engage your stakeholders in the process to see if they interpret things the same way and if they’re getting information they see as necessary to make decisions about the program
· Wordle (www.wordle.net) is a cool tool for visualizing textual data

Using information to make decisions about your program

· Institutionalize info into your program, document changes based on evaluation results

· Share the results with stakeholders

· Designate “evaluation people” on your team. They don’t have to be the ones doing the evaluation, but it will be their job to remind everyone about integrating evaluation into many aspects of the program.

· Change aspects of the program that aren’t effective. This is not seen as a weakness of your program, it means your program is responsive to data – a real strength.
Be sure to check out the list of resources and others available in our library!

Evaluation of our training: 
We did a plus/delta exercise to see what went well with the training and what we could do better if we were to do it again.  Here are the results:

	+


	∆

	Handouts

Mixing modes of presentation – talking, getting up

Logic model sticky wall activity

Organized

Conversational tone of presenter

Concrete examples

Knowledge base

FOOD and coffee

CDC framework – how it’s cyclical and our agenda followed this same pattern

On time
	Next steps – more in depth training with opportunity to work on our own program with co-workers




With a word of caution that some people who filled out the post-test did not fill out the pre-test and vice versa, we saw some big increases in comfort with different components of evaluation.  

Creating logic models


Before: no one said they were very comfortable and 58% said they were not at comfortable all 

After: 35% said they are very comfortable and no one said they were not at all comfortable
Deciding what to measure


Before: no one said they were very comfortable

After: 35% said they were very comfortable

Other categories saw similar improvements.  

Please contact us if you have any questions.  

Regional Center for Healthy Communities Metrowest

www.healthier-communities.org
617.441.0700

Laura Cody: lcody@healthier-communities.org
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