Lecture 11 – Evaluation

Program Evaluation – Complex! 
· A program is a coherent whole, organised and structured around objectives, activities and resources, aimed at offering a service to a targeted population.
· Ex. Running and Reading, PLAY 
· We are trying to talk about how these initiatives integrate evaluation practices into these communities 
· Program evaluation is a systematic data collection on program components, its operations and its effects, used to take better decisions, improve its functioning, efficiency, develop knowledge and raise funds.

· We build in data collection into our programs to be able to evaluate them 
· Works within the 4th pillar of development with a wide variety of partners that we work with and need to keep evaluating these operations since they are super competitive
·  All these programs that are partners are competing to exist. So new initiative needs to build a reputation and build around the results they are getting  need to evaluate so they can justify why they need funding
· The trend has become to get more evaluation to put together more info on your operations to attract funds

[image: approach_diagram4.gif]When do we evaluate?
                                                                   Program Development Cycle
· Often evaluation done at the end of a program
· In theory/ideally evaluation should occur all the time and should be a process integrated into all of your operations 
· When you design a program you ideally should build a data collecting system through out this cycle to keep track of what you are doing (Ex. How many participants, meetings, what occurs during activity with participants, make advanced surveys, build in interviews) so you have it there for your overall evaluation at the end
· This does not happen however ** Most of the time all of the resources and efforts put into IMPLIMENTATION and easy to neglect/drop the EVALUATION
· NEEDS ASSMENT is 1st evaluation you do to inform the design of program
· In addition to this we need to also look into what their ASSETS are















Evaluation
· Who do we evaluate for? Why? 
· It’s for program managers and the people who are in the program to understand the operations 
· The targeted population and participants, this is who we are working for and who we are working with
· The Funders ** this is important because in the field most of the time we are evaluating for their sake because they are giving us money and we must prove our worth to them. 
· We end up working for STAKEHOLDERS more!

“Accountability, Liability”
· Expectation of account-giving, answerability   For what we are doing as a service and initiative 
· “Accountability is the acknowledgment and assumption of responsibility for actions, products, decisions, and policies including the administration, governance, and implementation within the scope of the role or employment position and encompassing the obligation to report, explain and be answerable for resulting consequences.” (Reyes, 2006)

The PLAY Program 
· Who are we accountable to?  our STAKEHOLDERS 

Stakeholders 
· Stakeholder: A person, group, or organization that has direct or indirect stake in an organization because it can affect or be affected by the organization’s actions and objectives 
· It is important to know who these people are and how the people you are accountable to look 
· Ex. NYHDP – Nunavut Youth Hockey Development Program 
· Who are the Stakeholders? 
· The youth/participants, the funders, the communities, school/school board, the professors, parents 
· Must keep in mind the special relationship you have with them 

Successes and Challenges of the PLAY program 
· The following below is an example to try and illustrate how overwhelming/messy it becomes, especially when working for big organizations like PLAY
· This is what it looks like from the perspective of a program manager: 

· The PLAY program expanded from 4 communities to 34 after the first year of piloting. The growth led to the participation of a wide diversity of partners that were integrated into the initiative management and implementation. “You're pulled in all directions because we've got stakeholders with various different interests… with their own reason for being there, and their own objectives for what they think the Play is all about…” (PLAY staff). 
· This interviewee explains how the growth happened in 2011.
· “It was a scary year of saying yes to everybody that came to the door, like so many partners, so many different organizations, funders. I mean when it sounded like this could be a pretty good fit, let’s do it, as opposed to having a solid criteria for selection for our partners and a solid, like very clear direction with who we’ll be funded by and what their deliverables are, and what the time structure looks like, and if that’s going to make everyone’s heads explode because it’s so much stress or things like that. It was just so new that you had to start partnering with everyone. …You had to find out what was out there. You had to take money where you could too, to support the program, and even if that meant 16 different fiscal years that you’re trying to report on and all that. So it was a lot messier. (PLAY staff)

Play Program Partners 
· There are three types of partners with the PLAY Program 
· In theory we should be more accountable to the communities we work for, however, in general what actually happens is that we are focused on being more accountable to the funding partners which is contradictory. We do this because funding partners allow us to exist, this is not right. 

· First Nation Partners that request Right To Play programs   Communities that get the program to come to their communities 
· Funding partners such as government ministries, corporations and philanthropic foundations or individuals  give programs funds 
· Implementation partners from a large variety of organizations, community groups and institutions  give programs expertise and capacity, do not have much accountability to them (Ex. Give research on these issues like uOttawa research teams, and athletic associations)



Partners Diversity – PLAY example 
· This rapid expansion and diversity of new partners was perceived as bringing new coordination challenges 
· Donor-funded programs such as the PLAY program work in partnership with myriad entities endorsing different and often contradictory objects, as well as contrasting operational priorities 
· All the funders need to make sure that they people they are funding also satisfies the funder’s organizational/program needs 
· The organizations are often caught between working meaningfully for communities, but have to satisfy the diversity of needy funders that each have their own objectives to meet 
· Should be community led programs...But because of this we work for the funders and not the communities 
· This is the current system of this sector = competitive, and this is a barrier to having successful and meaningful programs 

· Do all organizations/programs conduct evaluations? 
· No, in theory we do not. 
· Evaluation Capacity?
· It depends on the size and the people that are leading it and the resources we have. Need to have people to keep in track/ gather/analyze the information. 
· Monitoring and Evaluation officer
· In some organizations you may have a monitoring and evaluation officers that can do it. Often these people will be working for the funders instead of working for the actual initiative. 
· So often it is not program evaluation. It is to come up with numbers for the funders! 
· All the funders want to know is quantitative. (Ex. How many children participate? How many elders?... Trying to measure widely and get general numbers to highlight. There are specific ones too for the complementary programs, mostly on participants. And then there are some success stories as well, usually highlights of what is happening in communities)
·  People doing research, these are all just numbers to inform funders. These are not formal program evaluators. 

· Difference between (will compare): 
1. Formal program evaluation 
2. Research 
3. Newsletter updates/reports 

1) Formal Program Evaluation “Process” and “outcome” evaluation
· Process evaluation uses empirical data to assess the delivery of programs. (want to know implementation, delivery, and management of the program)
· Process evaluation verifies what the program is and whether it is being implemented as designed. 
· Outcome evaluation assess the impact of the program. (the effects)
· Thus, process evaluation asks "what," and outcome evaluation asks, "so what?"










1) A. Process Evaluation 

	Structure, components, ADMINISTRATIVE
	Examples of Evaluation

	· Resources 
· Human resources 
· Financial resources 
· Material resources 
· Communication 
· Internal/external activities 
· Organizational structure 
· Supports resource allocation and management
	· Stakeholder Analysis
-**Compare everyone’s perception of the program and propose solution to alignment
-First, MAP who are your stakeholders and Identify them. 
-Second, talk to them and ask them what they think the goal of the program is.
- You have to formulate the question the same way to each stakeholder so it is a constant. 
-You will get all the answers from funders, community, youth, participates 
-You will see if everyone is aligning and working towards the same goal 
-If they are all the same = successful
-If not, then you have to see where is the gaps, figure out where the change happens, and maybe then you need to change the goal? It’s hard to figure out what your goal is … Example next slide on how PLAY goal changed so much with time.




Play Program Objectives from 2010-2014 
· (2010) Use hockey to teach kids life and leadership skills. 
· (2011) Supporting children and youth to develop and “strengthen essential life-skills”  not just using hockey, but this sounds a little patronizing. Here we are imposing what we think is essential to their life. Because they can have their own values and life skills.  we changed this saw the communities really wanted to revitalize their culture, so…
· (2012-2013) To build on the strengths of Aboriginal youth and their community, while supporting the value of culture and identity.  who are we though as being white westerners to tell them what their culture and community is? So we have to change this again… 
· (2014) By engaging Aboriginal children and youth—the future leaders of their communities—the PLAY program seeks to promote meaningful, lasting change. this is very vague, how do you measure and evaluate this? How do you see that youth leaders are fostering lasting change? The core objectives keep changing and adjusting so this is hard to pinpoint.

“Process”, Questions to keep in mind when doing a Process Evaluation (these are general aims behind the process evaluation)
1. What is the program intended to be? 
2. What is delivered, in reality? 
3. Where are the gaps between program design and delivery? 




Why is Process evaluation important? 
· To determine the extent to which the program is being implemented according to plan
· To assess and document the degree of fidelity and variability in program implementation, expected or unexpected, planned or unplanned
· To compare multiple sites with respect to fidelity  when you work with 60 community, you cant just highlight the positives 3 good ones, need data to be able to compare multiple sites
· To provide validity for the relationship between the intervention and the outcomes
· To provide information on what components of the intervention are responsible for outcomes
· To provide managers feedback on the quality of implementation
· To refine delivery components
· To provide program accountability to the main stakeholders, public, and funders
· To improve the quality of the program

1) B. Outcome Evaluation
	Results, Effects, Impact
	Examples

	· Services offered  do a survey to see if participants/community is satisfied by program (do a survey)
· Effect on target population  do we modify? Adapt? Are we efficient? This is most of what we look at!  
· Supports decision making (stop or proceed with a program and how things are done) 
· Efficiency 
· Required for funders** to justify financing 
	1. Participants satisfaction survey 
2. Increase awareness of “importance of going to school” and “increase likelihood of finishing high school”



Evaluating Outcomes 
· key component of future program planning,  help you plan ahead
· assist with goal clarification (realistic program goal setting),
· assist in the identification of barriers to programs and services,  figure out why certain kids/participats can’t make it to the program
· improve the allocation of resources (financial and human),
· increase staff motivation and morale,
· facilitate staff and participant’s recruitment, 
· create opportunities for staff growth and skill development,  realized after outcome evaluation that staff and mentors want more job security, more capacity and certification, they want promotions etc. to motivate them! 
· ensure program/service consistency,
· provide stories that are easily understood by general public and by funders, and
· increase management confidence.

· When you design a program, and you have unexpected outcomes! Ex. Play  did not think there would be so much intercommunity bonding so strongly coming out of this program. They are all getting together on their own and create organizations that work together. Something like this can have effect on overall goal of the program 


Problems with Outcome Evaluation 
**It is easier to do process evaluation. The operation and delivery, everything has validity while if you want to understand the outcome and it is perceived as something difficult to reach, if your aims are crime or suicide reduction, how do you measure that? It takes way more than a couple of numbers. It is difficult as you need a lot of resources and expertise, maybe need to do longitudinal research, long term research, it is not just gathering information at one point in time. 
· the perceived magnitude of program outcome evaluations,
· terminology can be confusing and varies from agency to agency,
· Inadequate data collection materials,  maybe the systematic data collection. Ex. Surveys that are presented is too complex for a community that has a certain educational level and people do not understand or fill in questionnaires properly (which happens a lot). So you need to revisit and change data collection material. Maybe Interviews and gatherings instead. Must also get the staff and people working for you to be committed to good collection of data, and really unsure those that are filling in information and providing you with data are in good shape and state of mine (Ex. Kids being too tired)
· staff time and financial resources required
· staff may feel threatened  when we worked as a partner to right to play and collecting data about how right to play is going, those that are a part of right to play get nervous as they don’t know who we are when they see our writing they will notice how we can be very critical. The relationship/partnership gets a little strained
· it is difficult to admit when something negative happens,  how do we get the good and real quality data? Because staff really want to tell the positive stories. How do you really get into what really happened in the field? This required commitment, time and trust, in other people so people feel comfortable to tell you the reality. Ex. Conflict of Interest =  If you are interviewing someone who feels like they will lose their job if they say something bad about the organization, obviously they will just say something positive. 
· some participants are impossible to track or monitor due to transience, etc,  people who participate once and never come back, you want to know why they do not come back. OR Staff turnover  where staff come and go in no time. So how do we come up with constant stable concrete data when there is always a quick flow of new people coming in and out. Hard to keep track. 
· requirements differ from funder to funder.  when u think about these initiative however, we need to think about what the communities want and what they want to see and what they think is successful. Not the funder’s! The funder and community have different ways of seeing what success is. 

2) Research
· Production of knowledge, research 
· Dissemination beyond program 
· Research questions not always directly linked to program evaluation 
· Example: How the PLAY program integrates Indigenous knowledge 
· How S4D reproduces whiteness (Darnell) 

· How is research different… 
· Provides data for program evaluation and beyond. It gives info also for knowledge transfer, to share information to wider community. Use these program as a model to see what works and what doesn’t work and we want to spread this information for anyone who is interested. 
· We do not directly link to process or outcome! We have different questions for different disciplines
· Ex. Think back to last lecture (critique)  this was a research done from sociological perspective that indirectly looks at program evaluation. This is a different way to evaluate. It reads into what happens in the field, and disseminates and publishes for wider population. 

3) Newsletter updates/reports 
· Perceived as not being “formal program evaluation” but general information for the partners 
· This is not deep/thorough enough … Just for the funders 
· This is OFTEN what the evaluation of these programs end up being 

Example of what Needs to be sent to the funders 
	Project Goal
	Data Collection Method
	Activities
	Evaluation Measures


	Increase physical activity levels through
“DancePlay” program for youth
	-Master trainer’s experience in the community
-Master trainer’s interviews and ongoing Facebook contact with community trainees
	-3 visits from the Dance play instructors: November 2012 (3 days), June and October 2013 (7 and 5 days)
-Total of 8 classes of around 1 hour were facilitated during these 3 trips
-From 12 to 50 kids participated in each of these classes 
- 5 local young adults were provided with dance instructor training course. They practiced facilitating dance with local youth and got a graduation with a community event (October 2013).
-Dance programing has been integrated within the existing afterschool program.
	Narrative reporting:
“The program was well received in the community (children attended the classes, youth leaders participated in the trainings with enthusiasm and interest)”.
“From June to October, there was an increase in dance as a physical activity in the afterschool program.



· Worked with 14 different indigenous communities in Canada 
· Develop physical literacy by incorporating DANCE PLAY as this is easy and accessible to all 
· Evaluation Measures 
· Overall seems like a good project (from the chart) and this will make the communities funded and keep being used in other communities 
· VIDEO: Failed program being run. What the video shows however of what actually goes down at these programs Is unprofessional and embarrassing. You would NOT get more funding but this accurately demonstrates the reality of these programs of what actually happens. 
· This is seen as money going towards “indigenous population” however programs are not sustainable or effective. Researchers also spend a lot of money on evaluating programs that are pretty much useless. So it is important to be responsible on how you spend money on what you do. The system is messed up.




Who Evaluates? 
· Members of the intervention team  monitoring or evaluation officer, people from PLAY team 
· External consultants hired  as an organization you would hire someone to help evaluate (this is often for short studies for a community you do not know, to help you with needs assessment)
· Researchers in partnership  Two PHD produced, one doing a research from sport psych and another from a religious and critical analysis for example


Examples of programs objectives Evaluating “outcomes” based on program objectives 
· to work and play with others and to learn to be a contributing member of the group
· to develop self-confidence and self-esteem
· to develop strong and lasting relationships with peers and camp counsellors
· [bookmark: _GoBack]to learn new skills and improve existing ones
· to learn more about themselves, their abilities, their limitations, and their potential
· to reduce crime
· to build on the strengths of youth and their communities, while supporting the value of culture and identity.

Workshop 
Thinking about the Running and Reading program, present at least 2 different outcome evaluations you could undertake to document the program impact.
1. Determine the objectives of the evaluation – the purpose
2. Select best method(s), data collection and appropriated measures
3. Resources required for such evaluation
4. Communication of results 
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