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2014 

PROGRAM REVIEW OFFICE - HANDBOOK 

The Program Review Office has developed a handbook of tools and resources to assist 
GNWT staff as they undertake program evaluation within their Departments, or enlist 
the help of contracted evaluators.  

The PRO Handbook is divided into 5 sections. 

Learn more about the Program Review Office in Section 1, which provides an overview 
of internal Program Review Office process and planning activities.  

Sections 2 through 5 cover all aspects of program evaluation. 

Section 2: Manuals and Guides 

Section 3: Workbooks and Supports 

Section 4: Methods and Tools 

Section 5: Quality Assurance 

Program Review Office staff is available should you have questions on the handbook 
material. Feel free to contact us at any time.  
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Section 1 
Program Review Office (PRO) 

Process and Planning 

2014 

In this section you will find: 

• PRO Annual Work Plan Process Backgrounder

• PRO Process Diagram

• Operating Procedures

o PRO Annual Work Plan Process – Step 1

o PRO Internal Work Planning Step 2

o Template for Departmental Engagement with Program Review Office – Step 3

o Review Project Process – Step 4a

• Operational Supports

o Operating Guidelines

o Decision Matrix

• Generic Scheduling for Program Reviews

• Generic Review Timeline - GANTT
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PRO Annual Work Plan Process Backgrounder 2014 

The Program Review Office (RPO) has implemented an annual risk based planning process to determine 
which program review projects will be scheduled every year. This process will require Departments to 
identify and prioritize potential review projects for inclusion. 

ISSUE 

Programs should be reviewed strategically throughout their life cycle for good program information to 
guide managers in their decision-making. Ineffective programs waste scarce program dollars and with a 
conservative level of resources available to departments, program review is often neglected in light of 
more immediate issues.  Departments need a mechanism and a sense of “buy-in” to ensure reviews are 
carried out on a regular basis, utilizing the full extent of GNWT resources and expertise possible.  Annual 
program review planning benefits senior management and program staff by providing valuable program 
information for more informed decision making, as well as providing accountability for tax dollars to the 
public. 

BACKGROUND 

One of the goals for the 17th Legislative Assembly is an effective and efficient government. The Program 
Review Office (PRO) was established to help advance this goal as first identified by the 16th Legislative 
Assembly. The PRO was asked to: 

 Conduct targeted reviews of programs and services to address specific issues of effectiveness or
sustainability and to recommend modifications,

 Lead an on-going review of all programs and services to clarify and confirm mandates,

 Determine program effectiveness, and report on results achieved, and

 Work with departments and their program staff to improve evaluation, review, monitoring, and
results reporting so that effectiveness and efficiency is demonstrated.

The Auditor General of Canada has stated that program evaluation is the best method for determining 
the effectiveness of government policies and programs, regardless of the level of government. Most 
recently, in its Status Report of February 2012, the Auditor General noted that their analysis pointed to 
three barriers, the first of which was “inadequate information to manage programs and make 
decisions”.  The Auditor General further noted  

“We have found that these organizations need to make a sustained effort to improve the quality 
and collection of data.  Good quality data is important for measuring and reporting on 
performance.  It also supports program evaluations that can assess whether overall program 
objectives are being achieved, whether alternatives may exist to meet objectives, and whether 
the rationale or need that led to programming in the first place remains.”     

The results of program reviews can address the information needs of senior managers, Cabinet, 
Standing Committees, the Legislative Assembly and the public as an effective management and 
accountability tool. It increases a manger’s knowledge of the program, helps identify aspects of program 
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delivery that need attention, and assists managers to focus on outcomes rather than processes. 
Governments across Canada have recognized the value of regular program reviews and have 
incorporated this function in their planning processes.  

The Program Review Office has been tasked with doing targeted and on-going program reviews.  Since 
its inception, PRO has completed several reviews, many of which recommended areas for further in-
depth review.  The release of the office’s three year work plan in 2012 identified over 150 areas by 
Departments as requiring some level of evaluation or review work, or having just completed a review or 
evaluation.  It is clear that there is a considerable need for on-going reviews, however, PRO must adhere 
to a process by which targeted review projects can be selected in a transparent and consistent manner. 

A number of factors contribute to how a program or process is recommended for review; a risk based 
approach can assist in narrowing down the selection through a matrix of criteria based on the 
organization’s priorities. A risk analysis alone would not provide conclusive recommendations for 
inclusion in an annual work plan, however, in conjunction with other considerations it can accommodate 
any number of factors and act as a fair and transparent mechanism for putting forward priority areas for 
review. 

An annual planning process has been adopted for the office, guided in part by a risk matrix to help select 
programs for review.  With limited staff and resources, it is anticipated that PRO will struggle to keep up 
with demand; active participation during reviews from the relevant department will be central to the 
successful completion of timely reviews.  

PRINCIPLES 

 All government programs should be designed for maximum effectiveness in order to achieve
their mandates and attain the outcomes for which they were created.

 Departments should take advantage of internal resources and expertise wherever possible.

 Programs should be reviewed on a regular basis to provide management with program
information to better inform decision-making.

 Departments will work interactively with each other to increase the program review,
performance measurement, and program planning function in the GNWT.

 Program Review Office will utilize guidelines for best practice and ethics as per the Canadian
Evaluation Society

Program Review Office Page 4 



PRO Annual Work Plan Process Backgrounder 2014 

PROCESS

On an annual basis PRO will submit a list of proposed projects to Refocusing Government Committee of 
Deputy Ministers (RFGDM) based on information collected from Departments. The approved list will 
form the annual work plan. There are several different processes that will contribute to the list of 
potential reviews put forward by PRO: 

• Programs identified as priority areas for review by departments
• Special requests made by FMB, Cabinet, Standing Committees for review
• Items that are flagged as a result of previous reviews
• Items carried over from previous years
• Items that are time sensitive

Generally, the demand for reviews outweighs the current capacity of PRO to meet the need.  In 
consideration of this and the fact that many projects may be large scale and multi-year, departments 
will be responsible for submitting a list of priority reviews for PRO’s consideration. If Departments are 
struggling to prioritize their needs, a risk analysis framework will be circulated for guidance and PRO 
staff will be available to assist.  Programs submitted for review consideration will include a project 
summary to provide context.  A sample project summary would be as follows: 

1. Project Name
2. Purpose of the Project
3. Program Description
4. Program Goals & Measures
5. Program Budget (not project budget)

a. % of Departmental budget
b. Are any Federal funds involved?  If so, what % Federal and GNWT

6. Program Audience/Clientele (approximately how many people access the program)
7. Is this a pilot program?
8. How long has the program been in operation?
9. Does this program experience high staff turnover?
10. Does the program go over budget?  If so, how often does this occur?
11. Are there program renewal commitments? (ie: attached to Federal dollars)
12. IS the program under-subscribed?
13. Have any prior reviews, evaluations and reports been done on this program?
14. Does data collection and analysis occur for this program?
15. Has this program been discussed in Session in the past year?
16. What is the nature of assistance you are requesting?

a. Evaluation Framework
b. Review or evaluation
c. Program Monitoring
d. Review of best practices

17. Who will be the participating staff from your Department?
18. Do you have a proposed timeframe?

PRO places each proposal through the risk assessment to help narrow the list down based on priorities. 
The list is then filtered through a multiple pronged process, as a checks and balance, to ensure that the 
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same large scale programs aren’t always selected while neglecting smaller programs.  The process 
includes: 

1. Risk Assessment
2. Program Operating Environment Assessment
3. Assessment of Political Climate
4. Practical Considerations

STEP 1:  RISK ASSESSMENT 

Risk assessment is a process used to assign a numeric value to programs based on specific risk factors 
related to an organization’s operating environment. The risk factors below have been identified as areas 
that affect GNWT operations and reflect current priorities.  A risk assessment is a dynamic process and 
can be reviewed and refined periodically as priorities evolve, or as required.  The risk factors presented 
below are generic and are based on similar factors used by the Audit Bureau and the Government of 
Canada.  They can be applied throughout the GNWT and tailored by Departments to suit internal needs. 
This process acts as a guide to help Departments and PRO prioritize projects in a transparent manner.   

Risk Factor Level of Risk 
High Medium Low 

Financial Substantial financial 
resources are assigned to the 
program with significant 
budgetary implications for 
the department.   

Considerable financial 
resources are assigned to the 
program - lower budgetary 
implications for the 
department. 

Minimal department 
resources are assigned to the 
program. 

Program Impact The program’s activities have 
a significant impact on large 
segments of the population. 

Discontinuing the program 
would have considerable 
repercussions.   

The program’s activities have 
an impact on specific 
segments of the population. 

Discontinuing the program 
would have some impact. 

The program’s activities have 
an impact on small segments 
of the population.  

Discontinuing the program 
would have minimal impact. 

 Government 
Priorities 

The program is central to the 
government achieving its 
goals and priorities. 

Cancelling the program 
would have a noticeable 
effect on achieving the 
government’s goals and 
priorities. 

The program contributes to 
the government’s goals and 
priorities, but is not central to 
fulfilling them.  Tends to be 
complementary. 

Cancelling the program 
would have an effect on 
achieving the government’s 
goals and priorities.  

The program contributes 
indirectly to fulfilling a 
government’s goals and 
priorities.   

Cancelling the program 
would have minimal effect 
on achieving the 
government’s goals and 
priorities. 
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Program  
Results 

Clear goals have not been 
defined for this program. 

Clear measures have not 
been defined for this 
program. 

Little to no data is regularly 
collected or monitored for 
this program. 

This program is not reported 
on. 

No prior review or evaluation 
conducted. 

Goals have been defined for 
this program. 

Measures have been defined 
for this program. 

Data is collected or 
monitored periodically for 
this program. 

This program is reported on 
internally (i.e.: within the 
department or government 
via departmental progress 
report or strategic plan etc). 

No prior review or evaluation 
conducted; however, 
evaluation framework may 
be on file. 

Clear goals have been 
defined for this program. 

Clear measures have been 
defined for this program. 

Data is regularly collected 
(annually) and monitored for 
this program. 

This program is reported 
publicly (i.e.: Business Plans, 
public newsletters or 
updates etc). 

Prior review or evaluation 
has been conducted. 

Public Interest High degree of public 
interest in the program or 
subject matter.   

Program discussed at 
Legislative level regularly 
(more than once).  

Program has received local 
media coverage (more than 
one occasion). 

There is community based 
interest in the subject matter.  

Program not discussed 
regularly at Legislative level.  

Program has received very 
little media coverage (one 
occasion). 

Interest in the program or 
subject matter is confined to 
specific and specialized 
advocates. 

Program has not been 
discussed at the Legislative 
level. 

Program has not received 
coverage in local media. 

Service 
Improvement 

High potential for service 
improvements  to reduce the 
burden on  individuals 
and/or business. 

There is a potential for 
service improvements  to 
reduce the burden on  
individuals and/or business. 

This program does not have 
the potential for any service 
improvements to reduce the 
burden on individuals and/ 
or business. 
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Points Assignment 
Risk Factor Level of Risk 

High Medium Low 
Financial 9 6 3 
Program Impact 9 6 3 
Government Priorities 9 6 3 
Program Results 9 6 3 
Public Interest 9 6 3 
Service Improvement 9 6 3 

Total 54 36 18 

High Risk Programs Medium Risk Programs Low Risk Programs 
28-54 Points 19-27 Points 1-18 Points 

STEP 2: PROGRAM OPERATING ENVIRONMENT ASSESSMENT 

The following constitutes the operating environment assessment: 
• Is there high staff turnover?
• Are there program renewal commitments?
• Is there on-going client dissatisfaction?
• Is the program consistently under subscribed?
• Is the program consistently over budget?
• Are staff unclear as to what the purpose of the program is?
• Are there Cabinet, FMB, or Standing Committee requests for review?
• Has this program been identified as a priority by the Department, Standing Committees or

Refocusing Government Committee?
• Has this program been flagged as a result of previous program reviews?
• Is the budget clearly identifiable by the Department?
• Is the review project time sensitive?
• How did the program score in the Department’s internal risk assessment process?

STEP 3: POLITICAL CLIMATE 

These considerations assist PRO in assessing the political appetite to engage in a review or evaluation of 
sensitive program areas: 

• Is the subject matter highly sensitive?
• Is the program subject to public scrutiny?
• Would changes to the program prompt political dissent?
• Does the program affect youth, seniors or otherwise marginalized populations?
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STEP 4: PRACTICAL CONSIDERATIONS 

Once a draft list of reviews has been compiled PRO works to narrow down the list further to be in line 
with its capacity by contemplating the following practical aspects of undertaking a review: 

• What is the estimated scope of study?
• Is the program large scale and highly complex?
• Is specialized or technical expertise required to review the program?
• What resources are available within the Department to assist with this review?

o Staff availability to participate
o How accessible is the data
o Is there data
o Tool development costs
o Travel

• Does the review require public consultation?
• Is the program on the Audit Bureau’s work plan?  (or has it been in the recent past?)
• Are there other reviews or evaluations underway, proposed or planned in the near future? (by

PRO, the Auditor General, internal evaluators or consultants?)

Addressing the factors above assists PRO in determining which programs are put on the review 
schedule, and the most appropriate time to do so. Upon completion of a draft program review annual 
plan and schedule, the plan will be submitted to RFGDM for review and approval. To avoid overlap of 
valued time and resources PRO will consult with the Audit Bureau prior to finalization. 

TIMING 

It is suggested that departments engage in review planning during the Business Planning process to 
better integrate the review function with departmental wide planning processes. 

VALUE

Engaging program staff in assessing how programs are working towards their goals will enhance 
transparency and accountability within departments.  It will help staff to think about how effectively and 
efficiently programs are being implemented and whether the intended results are being achieved. 
Annual planning for program reviews increases awareness of how the program review office can help 
departments identify and address challenges.   

The participation of senior management in determining departmental review priorities will increase 
their awareness of how effectively programs are achieving their goals; identify any implementation 
challenges, and whether programs need to be adjusted. It will contribute to greater program knowledge 
and more informed decision-making.   

It would be optimal for departments to include review planning in their management and planning 
activities. Ongoing program review and monitoring would provide a valuable tool to support and identify 
the information needs of senior management. 
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The Program Review Office does not conduct reviews independently of departmental staff.  A Program 
Review Analyst will lead the project and solicit assistance from the appropriate staff as identified by 
senior management.  It is expected that in submitting a list of priority reviews for consideration, senior 
management will make the appropriate staff and data readily available to participate on the project 
working group. 
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PRO Annual Work Plan Process – Step 1

Departments prepare priorities and 
submit to PRO

Departments submit a list of evaluations or reviews they have planned 
in the near future

PRO applies 4 part assessment process to 
narrow down potential review list

PRO works with departments to address any gaps in the information 
provided
PRO applies a risk assessment, operating environment assessment, 
consideration of the political climate, and practical assessment 
PRO ranks the potential reviews numerically based on the assessment 
process

PRO prioritizes potential review list

PRO considers any special requests from Deputies, Committees, FMB 
or Cabinet in prioritization process 
Carry overs from previous work plans, departmental requests, and 
recommendations from previous reviews also considered
Analysts work with departments to further describe scope of reviews 
on the draft plan and confirm continued interest in PRO assistance

Draft annual plan proposed
PRO establishes a draft plan to work from
PRO drafts Terms of Engagement for each proposed project to further 
inform scheduling of reviews

Draft annual plan submitted to RFGDMs 
for review and comment

RFGDMs review the draft plan and provide comments on the selection 
of proposed projects and priorities
PRO adjusts plan as necessary based on committee’s 
recommendations
A schedule  is established for the upcoming year when committee is 
satisfied with the Annual Work Plan

Annual Work Plan finalized and 
distributed to RFG Committee of Cabinet 

and the SCOPP

The Annual Work Plan is distributed to RFG Committee of Cabinet and 
to SCOPP 

Program Review Call Letter goes out
PRO issues a call letter to departments for potential reviews and 
evaluations 



PRO Internal Work Planning – Step 2

Project Assignment Upon Approval of work plan, PRO assigns projects to analysts

Scheduling
PRO Analysts work with the departments involved in their assigned projects to determine 
reasonable timeframes

Terms of Engagement
Terms of Engagement are discussed further with departments to assist in the development 
in Terms of Reference for each project
Key personnel for each project are identfied

Background Research
Analysts begin research to inform development of Terms of Reference

Finalization
Timeline/schedule is finalized
Analysts notify/confirm with departments when their projects will begin



Template for Departmental Engagement with Program Review Office - 
Step 3 

2014 

Department:  
Name of contact/s:  
Date of initial contact: 
Completion date:  

PURPOSE 

Clearly state the purpose of the engagement and expectations of the Program Review Office 

BACKGROUND AND PROGRAM OVERVIEW  

 Please provide the following information: 

 Name of program or initiative that being requested for advise on
 Any history on the program as it relates to how it came to be reviewed or developed
 Attach or provide links to all relevant material i.e. Government Priorities, Departmental Strategic

Plans, previous relevant reviews or evaluations

ISSUES TO CONSIDER 

 Identify any areas of public or political concern or work being conducted by others

PARTICIPATION 

 Identify all departments and/or other organizations involved in this project and their roles and
responsibilities

 Provide contact names of any steering committee or working group members

ADDITIONAL INFORMATION  

 Please use this space to add any comments as they relate to the project and work that has been
requested
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Review Project Process – Step 4a

PRO Annual Report

PRO Produces an annual report that includes the purpose of each project, the 
observations and recommendations
The Annual Report is sent to REFGCoC  prior to the Business Planning exercise begins

Steering Committee Review of 
Report

Steering Committee meets to discuss report (after having at least 2 weeks to review it)
PRO presents the highlights of the report
Opportunity for Steering Committee to seek  clarification of issues and findings, requests 
adjustments.  If no adjustments are requested, report is finalized

Report Revisions

Report is revised based on working group review and PRO peer review
After report is revised and the working group reviews it a second time
Upon second review of report, it is forwarded to the Steering Committee for review

Working Group Review of Report

Working Group meets to discuss draft report – opportunity to seek clarification of issues 
and findings, address factual errors or misinterpretation
The purpose of this meeting is not to influence the objectivity of the analysis, but to 
address any errors or misrepresentations of the data

Draft Report

Initial report is drafted
Each review typically produces 3 reports: a Technical Report where all TOR questions are 
addressed, an Overview Report that presents an overview of the analysis, and a Summary 
Report that presents a summary of the Overview Report’s highlights & findings
Report is peer reviewed by PRO Director and working group members
Additional data collection/clarification occurs as necessary

Management Response
The participating Department(s) provide a management response  to PRO to close off the 
operational aspects of the project

Refocusing Government 
Committee of Deputy Ministers

RFGDM are updated on the main findings of the report & management response
A Summary Report (of the final report) is shared with committee members
Participating Department(s) is invited to appear before RFGDM to discuss report and their 
responding action plan

Hold preliminary meeting with department(s) leaders to discuss project scope, timing and 
identify working group members
PRO begins drafting a Terms of Reference

Review projects are identified in a number of ways – through the annual work plan or through 
specific requests from Deputies, Committees, FMB or Cabinet
PRO establishes a terms of engagement prior to first meeting with Department(s) participating 
in the review to determine scope and level of PRO involvement

Project inception

Initial Working Group meeting

PRO calls the first working group meeting to introduce project scope and  intent and draft 
research questions.  
PRO solicits feedback on the nature of the project, relevant past research and documents, 
proposed project questions, potential issues

Terms of Reference Review

The working group has the opportunity for review, comment and feedback on TOR
TOR revised as necessary
When Working Group is satisfied with the TOR, the draft final TOR is sent to the Steering 
Committee for review

Steering Committee Meeting

The Steering Committee meets to discuss TOR and approve it or provide direction for 
revisions
Revisions occur as necessary to satisfy the needs of the Steering Committee
The Steering Committee can approve the TOR electronically if all are in agreement with 
the terms and questions contained in the document. 

Data Collection & Analysis Phase

The working group meets to identify data needs and where (from whom) the data can be 
accessed
Data gathering and analysis begins
Typically the most lengthy phase of the review
Updates provided to the Steering Committee as and when required – working group 
members are free to update their leaders as requested

Identification of Review Project

Special 
request 
projects

Work 
plan 

projects



         Program Review Office - Operational Guidelines  2014

MANDATE 

The Program Review Office was established in 2008 to help advance the goal of effective and efficient 
government. The Program Review Office exists to: 

• Conduct targeted reviews of programs and services to address specific issues of effectiveness or
sustainability and to recommend modifications 

• Lead an on-going review of all programs and services to clarify and confirm mandates, determine
program effectiveness, and report on results achieved 

• Work with departments and their program staff to improve review, evaluation, monitoring, and results
reporting so that effectiveness and efficiency is demonstrated. 

WORK PLANNING 

Most of the work that PRO does is brought forward through a work planning exercise where a call out to 
Departments yields a list of potential projects. Targeted reviews can also be identified through 
Refocusing Government Committee, SCOPP, and recommendations from previous reviews. The projects 
then undergo a risk assessment and are ranked in appropriate priority in the PRO work plan.  

There are also instances when projects are added to the work plan at a later date, as Departments 
request assistance from PRO on work they are currently undertaking. 

SERVICE LEVELS AND ENGAGEMENT 

PRO involvement in review projects varies according to project type and purpose. Involvement varies 
from leading reviews to providing advisory assistance.  Most of the work that PRO does is brought 
forward through the annual work plan however, there are also instances when projects are added at a 
later date, as Departments request assistance from PRO on work they are currently undertaking and 
require advice on.   

PRO-led reviews: 

• Each review project is managed by a steering committee of senior managers from central
agencies and the department(s) involved, with project tasks completed by a working group that
includes managers and senior program staff from program departments.

• A Terms of Reference guides the review process.

PRO Advisory: 

• Requests for advice or the development of a framework for evaluation can be filtered in through
the work plan, or be made on an ad-hoc basis with Directors, Program Staff contacting PRO for
assistance.

• A Terms of Engagement is established to clarify roles and responsibilities for PRO involvement
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Add projects to work plan  

Approve/Review work plan    

Determine Working Group for 
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Determine report distribution  

Request Management response  

Requests for PRO assistance   

Develop PRO Terms 
Engagement 

  

Analyst selected/assigned file   
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Generic Schedule for Program Reviews 2014 

Task Description Estimated 
Timeframe 

Contributing Factors (to timeframe) 

Preliminary Meeting with Department Discuss purpose and scope of project Week 1 
Draft Terms of Reference (TOR) PRO drafts TOR for Working Group review and discussion Week 1 
Review TOR Working Group reviews and comments, possible 

negotiations ensue or adjustments are made  
Week 2 The timeliness of this piece depends 

largely on dept’s comfort level with the 
stated purpose and scope of the review.  
At times this step has been a rubber 
stamp, and other times it took 3 months 
worth of negotiations between the 
partners involved. 

Finalize TOR Revised TOR are circulated and working group and Steering 
Committee finalize the document 

Week 3 If there is a large multi departmental 
working group and Steering Committee, 
it can be challenging to schedule 
meetings. More so with a large scale, 
highly political project. 

Identification of data needs Discussions with working group members as to what data is 
needed to answer the questions in the TOR.  Department 
advises what is available and how accessible it is 

Week 4 

Data gathering PRO Analyst works with working group members to gather 
any pertinent information to the review.  This process often 
drags on throughout the analysis process as you discover 
new areas of inquiry or come across various references. 

Weeks 5-8 This stage is often a challenging one as 
data is either difficult to access, 
incomplete, unavailable, or takes the 
Department a long time to provide to 
PRO.   

Data analysis PRO analyst begins sifting through data and trying to 
identify any gaps in information or areas where there is not 
enough data to adequately answer the question.  We often 
gather more data throughout this phase.   

Weeks 6-9 Again, this process can be difficult if data 
is messy, incomplete, or not available. 

Preliminary analysis and PRO peer 
review 

Once the bulk of the gathering and analysis is complete, we 
often distribute a draft of our analysis for peer review 
purposes.  At this time we may be directed to gather more 
data or to explore additional lines of inquiry – at which 
point we return to working group for further information. 

Week 10 
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Additional data gathering and analysis Additional information is sought from departments to fill 
gaps or explore areas in further detail that were not 
foreseen at the time the TOR were drafted. 

Weeks 11-
12 

Again, depending on cooperation and 
availability from departments to assist as 
well as accessibility of data, this stage 
can often delay the review. 

Draft report PRO analyst begins drafting report Weeks 13-
14 

Working group review of draft report The working group is asked to review the report for data 
accuracy and verification and general commentary.   

Weeks 14-
15 

If working group members are busy this 
stage can be delayed. 

Report revision Discussions ensue if significant changes are suggested, 
otherwise changes are incorporated as appropriate. 

Week 16 If there are issues with the data, this 
could add additional time to the 
finalization process. Or if the 
department is not happy with the 
report, it is possible the Steering 
Committee get involved to resolve any 
disagreement or disputes. 

Steering Committee review of report The report is distributed to the steering committee for 
comment 

Weeks 17-
18 

Report revision Steering Committee comments incorporated Week 19 
Summary report drafted A summary report is drafted based on the pertinent issues 

that came out throughout the course of the review 
Week 19 

PRO quality control review of report 
and summary report 

PRO reviews the full report for quality control and final 
editorial issues.  The summary report is also reviewed with 
discussions about what the salient points and data that 
should be included in the condensed version should be. 

Weeks 20-
21 

This process can take quite a while 
depending on agreement within PRO 
and Strategic Planning as to the key 
issues to raise in the summary report. 

Report revision Report revised as agreed upon within PRO and Strategic 
Planning 

Week 21 

Report finalized and submitted to the 
Steering Committee 

Report is finalized and submitted to Steering Committee.  
Depending on nature of the review, reports also get 
distributed to Refocusing Government Committee (RFG) 
and possibly even Standing Committee on Priorities and 
Planning (SCOPP) 

Week 22 
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ID Task Name Duration Start Finish Predecessors

1 Generic GANT Chart 166 days Mon 9/9/13 Mon 4/28/14
2 Terms of Reference 29 days Mon 9/9/13 Thu 10/17/13
3 Preliminary Meeting with Department (creation of Working Grou 10 days Mon 9/9/13 Fri 9/20/13
4 Draft Terms of Reference (TOR) 5 days Mon 9/23/13 Fri 9/27/13 3
5 Review TOR 10 days Mon 9/30/13 Fri 10/11/13 4
6 Finalize TOR 4 days Mon 10/14/13 Thu 10/17/13 5
7 Data Collection & Analysis Phase 70 days Mon 10/21/13 Fri 1/24/14
8 Identification of Data Needs 5 days Mon 10/21/13 Fri 10/25/13
9 Data Gathering 10 days Mon 10/28/13 Fri 11/8/13 8

10 Data Analysis 15 days Mon 11/11/13 Fri 11/29/13 9
11 Preliminary Analysis & PRO Peer Review 30 days Mon 12/2/13 Fri 1/10/14 10
12 Additional Data Gathering & Analysis 10 days Mon 1/13/14 Fri 1/24/14 11
13 Report Phase 51 days Mon 2/17/14 Mon 4/28/14
14 Draft  Report 15 days Mon 2/17/14 Fri 3/7/14
15 WG Review of Draft Report 10 days Mon 3/10/14 Fri 3/21/14 14
16 Report Revision 5 days Mon 3/24/14 Fri 3/28/14 15
17 Steering Committee Review of Report 5 days Mon 3/31/14 Fri 4/4/14 16
18 Report Revision 5 days Mon 4/7/14 Fri 4/11/14 17
19 Sumary Report Drafted 5 days Mon 4/14/14 Fri 4/18/14 18
20 PRO Quality Control Review of Report and Summary Report 3 days Mon 4/21/14 Wed 4/23/14 19
21 Report Revision 2 days Thu 4/24/14 Fri 4/25/14 20
22 Report Finalized & Submitted to the Steering Committee 1 day Mon 4/28/14 Mon 4/28/14 21

Prepared for PRO using only their available data
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Section 2  
Manuals and Guides 

2014 

In this section you will find: 

• Guide to Evaluation Frameworks

• Program Design and Planning Manual (Attachment: Appendix A)

• Program Monitoring and Evaluation Manual (Attachment: Appendix B)

Program Review Office Page 21 



Guide to Evaluation Frameworks 2014 

This framework is meant to be used as a guide for GNWT staff doing evaluation work, whether it be 
designing and implementing an internal evaluation or working with an evaluation consultant.  There are 
many resources available on the internet concerning evaluation and how to go about conducting one, 
however, if you have any questions or need clarification with this guide please feel free to contact the 
Program Review Office. Evaluation should be guided by the belief that program evaluations should be 
supportive and responsive to both program delivery staff and decision makers.  Evaluation is meant to 
provide evidence based information on programs and therefore should be viewed as way to get to know 
programs better. 

WHAT IS EVALUATION? 

The most widely used definition of evaluation is as follows:  “Program evaluation is a systematic 
collection of information about a program which helps you make judgments about a program, or 
informs decisions about future programming.” 

Evaluation is how you come to make a decision about something.  There are many ways a decision can 
be made; the key to a good decision is good information.  Program evaluation helps make informed 
decisions based on reliable information. 

Most people informally engage in evaluation every day; what to cook for dinner; what bills to pay first; 
how much gas to put in the car.   Information is informally gathered in our heads that helps us to make 
decisions on everyday issues. In a meeting in Inuvik, one woman said that evaluation was not a part of 
her culture.  It was foreign to her.  One of the elders at the meeting said this was not so.  His people had 
been evaluating and planning for thousands of years.  They needed to know when the caribou herds 
were thinning out and when it was wise to hunt somewhere else for a few years.  If you think about 
traditional knowledge, it developed from the practice of observation over thousands of years.  It is really 
not all that different from the scientific method of data gathering.   

WHY DOES EVALUATION MATTER? 

There is a real demand to show that programs are effective. The 17th Assembly has made effective and 
efficient government a guiding goal for the bureaucracy.   Many people depend on services, and there 
has to be accountability to the public for the tax dollars spent, particularly during periods of fiscal 
restraint.   
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HOW CAN EVALUATION HELP? 

Evaluation has many benefits, just to name a few: 

 Can help an organization to see results
 Helps to establish if there really is a problem and how it might be addressed
 Can identify unintended impacts
 Can clarify the rationale and the intent of a program
 Helps make better decisions about resource allocation and/or program direction
 Increases the knowledge and understanding of the program and can improve the way programs

deliver services
 Helps to see if everything is going as planned when a program is up and running
 Can help identify needs and growth opportunities
 Provides background information and substantiation to improve the quality of programs
 Helps develop capacity for program planning
 Helps identify program successes
 Provides guidance and direction on how to monitor program performance

The following provides the general framework within which most evaluations are conducted. Within 
each broad category are guiding principles and areas for consideration to help ensure your project is 
conducted in a credible and reliable manner.  We advise that once this framework is finalized, that it be 
formally agreed upon and approved by the project stakeholders (or Steering Committee if you have one) 
as this document will become your touchstone throughout the evaluation. It will help to keep the 
evaluation team on track. 

1. PURPOSE OF THE EVALUATION

• Why are you doing this evaluation?
• What is the focus of the evaluation?
• What do you hope to get out of this evaluation?

2. AUDIENCE

• Who is your primary audience?
• Who will be the recipient(s) of the report?
• Who will be making decisions regarding the report recommendations?

Answering these questions up front will help you decide how to write and design the report to be as 
effective and meaningful as possible. Determining how to present data and findings is central to 
effectively communicating results (ie: some people may prefer tables to graphs, some people prefer 
less text and more visual representation, some people may appreciate direct quotes from clients to 
help tell the story ).  This will also help you to be aware of what you need in terms of deliverables. 
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For instance, in addition to the final report you will likely need an executive summary; however, 
some stakeholders may not read through an entire executive summary so a more concise 
information sheet may also be necessary. 

3. RESOURCES

• If you are hiring a consultant, what is your budget?
• If the evaluation is being conducted internally, who is available to contribute and participate?

o Who will be on your team?
 Be as participatory as possible.  Including people in the process will help create

ownership and buy in of the results and build capacity.
 Will they get approval from senior management to dedicate time to the project?
 Do you anticipate overtime requirements?
 Staff time and availability will affect your timeline

• Are there any materials or software you will need for the evaluation? (ie: tape recorders for
focus groups, conference room rentals, data analysis software like SPSS, summer students to
help collect and analyze data etc).

4. KEY QUESTIONS

What exactly do you want to know? 
• Focus on meaningful questions; take the time up front to design your questions to get you

the information you want.  Improperly designed questions can throw an evaluation off track 
very easily and likely will not lead to the desired results.  When creating questions think 
about how you would go about answering them and if that particular wording may 
unintentionally throw you off track.  

• Focus on priority questions – do not try to gather as much as you possibly can, this is a
recipe for disaster.  Instead, direct your efforts to gathering quality data rather than trying 
to answer a multitude of questions.  Think about the purpose of each question. 

• Data
o What kind of data is already available for you to use?  Is it current and accessible?

 If there is no data to answer your questions, and collecting new data is not
possible or realistic, you may have to re-think your questions.

o Do you have to collect new data?
 What methods will/can you use?
 What challenges may present during data collection or analysis?
 Consider how long it will take for you to collect the data and what your

response rate will likely be.  Certain methods or tools typically yield low
response rates (ie: surveys/questionnaires)

o Multiple lines of evidence  are highly recommended  to ensure valid and credible
findings
 The emphasis is typically put on collecting quantitative data, however, the

numbers alone don’t tell the whole story.  Qualitative data can offer rich
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information that helps provide the context within which the program 
operates. 

 One method or data source on its own, whether it is quantitative or
qualitative, is not sufficient to be considered credible or reliable. Several 
sources of data (both qualitative and quantitative) working together is 
recommended. 

 The data should be internally consistent (ie: don’t change your survey or
interview questions half way through your sample.  You may need to add a 
different tool or collect differently if you are not getting the information 
you anticipated, but make sure each tool is consistent within itself). 

o Be flexible – your approach or methodologies may need to be adjusted as you get
into the data collection.   Keeping an open mind will help you to adjust your 
approach to emergent issues. There may be issues that should be investigated that 
you don’t know about yet.  

• Analysis
o How do you plan to analyze the data?
o Do you require specialized expertise for the analysis?
o How do you plan to present the analysis?

 Data analysis should be presented in a manner that will effectively speak to
your audience.  The analysis should inform readers, not confuse or mislead
them.

o Who will analyze the data?
o Think about how the data will be analyzed before you start collecting it.

• Criteria for Judgment
• How will you know if the program is a success or is having the intended impact? For

instance, by which criteria will you judge the program to be a success? To be
effective? To be inadequate?  Doing this before you start analyzing your data helps
to prevent the evaluator from being influenced by the data.  It will also keep you
closer to the purpose of the program and of the evaluation. Every evaluation may
not require a judgment on success, however, for those evaluations that do, now is
the time to establish the ground rules.  This may look something like:  “If we receive
positive feedback from X% of respondents/clients the program will be considered
successful” etc.

When immersed in an evaluation or research it is easy to lose sight of the bigger picture, so before 
you draft your report consider the following points about the evaluation design: 

• Is the evaluation design appropriate for the objectives of the evaluation?
• Were the methods carried out appropriately and ethically?
• Is the data gathered accurate and reliable?
• What were the limitations in the data gathering and analysis?
• Were there any constraints to your methodology (i.e.: scope of the project, budget, access

to data etc.)
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The last two points are more of a reflection to make note of in the report. 

5. CODES OF BEHAVIOR

• What ethical issues need to be addressed?
• Will there be any conflicts of interest that arise?
• Are you dealing with sensitive and/or confidential information?

o How will you ensure confidentiality?
o What is your plan for the raw data files with confidential information?

(storage and destruction)
o Will your client have access to the raw data files?

It is recommended that all reviews and evaluations adhere to the Canadian Evaluation Society’s 
Guidelines for Ethical Conduct found on their website ( www.evaluationcanada.ca). 

6. REPORT DISSEMINATION & COMMUNICATION

Deliverables
• What product(s) are your stakeholders/ Steering Committee expecting?

o Do they expect an executive summary?
o Do they expect a power point presentation of the report?
o Do they expect progress reports? How many?
o When do they expect all of this?
o Who on the working group/ evaluation team will be responsible for writing the

report?
o Who will be the recipients of the report?

 How do they expect the report to be structured?
 Do they prefer electronic PDF copies or hard copies?

o What kind of findings will be included?
o Do they expect recommendations or will the Steering Committee make

recommendations from the findings?

Communication 
• What is your communication plan?
• How often will you communicate with the Steering Committee?
• Who will be your key contact on the Steering Committee?
• Who on your working group/team will be responsible for communicating with the

Steering Committee?
• How will the working group/team communicate with each other and how often?

o What are the roles and responsibilities of the people on your team?
• How will the findings be reported?
• What are some issues that are likely to come up?
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• What information will be a priority to the Steering Committee?
• How will the working group/team communicate within the organization or client group

about the evaluation?
o This step is important to try and foster buy in and cooperation from the people

who will be providing you with data, or the client group you are trying to collect
data from.  Cooperation will help keep your timelines in check.

Negotiating these issues up front ensures everyone is aware of the reporting relationships and 
what is expected with regards to the evaluation. 

7. TIMELINE

This will tie into the project deliverables – what will be achieved at key time points during the
evaluation?

• How long do you anticipate each phase of the evaluation to take?
o Be sure to allow extra time for the data collection and analysis phases – they

almost always take longer than planned.  Expect to encounter many hurdles
along the way.

• Are there any meeting deadlines that need to be noted?
o Are progress reports or the final report on the agenda of any senior

management meetings that the team should be aware of?
• How much flexibility is there in the timeline?

o Typically, the more people/ organizations involved in a project, the longer the
project.

o Be upfront about your expectations concerning the timeline
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FINAL CONSIDERATIONS 

Taking the time up front to carefully consider these points and think through the questions will 
pay off in the end with an evaluation that encounters less obstacles and that will achieve what 
you intended.  After you have completed the evaluation and have drafted the report consider 
the following points as a checks and balance: 

Evaluation Design 
• Is the data presented clear and concise? (Detailed analysis and information should

be included as appendices if necessary) 

Findings & Conclusions 
• Are all of the findings testable? Do they go beyond what the evidence supports?
• Do the findings represent a balanced perspective? (Do they reflect the range of

observations and data gathered?)
• Are the results substantiated sufficiently? (The evidence to support the results

should be found in the report.  There should not be any surprise findings that have
not been reference elsewhere in the report)

• Do the conclusions address the evaluation questions?
• Are the conclusions supported by and drawn from the findings and data?
• Do findings contradict one another?

Recommendations 
• Are the recommendations supported by and flow logically from the findings and

evidence gathered? 
• Are the recommendations realistic and logical?

o Can they be practically implemented?
• Will the recommendations have any unintended impacts?
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Section 3 
Workbooks and Supports 

2014 

In this section you will find: 

• Forms and Approaches

• Links to Evaluation Resources

• Evaluation Terminology

• Program Design and Planning Workbook (Attachment: Appendix C)

• Program Monitoring and Evaluation Workbook (Attachment: Appendix D)
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There are many different types of evaluation forms and approaches that you can choose to carry 
out your evaluation work.  Dr. John Owen from the University of Melbourne suggests that 
evaluation can be separated into the following forms: 

Evaluation Forms 

Proactive This kind of evaluation comes before the program is set up; it will help to 
establish if there really is a problem, and how it might best be addressed.  A 
needs assessment is the most comply used approach here. 

Clarificative Sometimes when programs are set up, they can be a bit fuzzy on the details. 
The main direction may be clear, but the processes or the basic ideas of why the 
program will work are left to the imagination.  This needs to be clarified.  A 
clarificative evaluation helps you to really focus the program intent and 
operations.  Evaluability assessments and logic models are the best approaches 
to use here. 

Interactive When you think about interactive, think about improvement. It means to get 
right into the program when it is up and running to see how things are going.  Is 
everything going as planned? Empowerment and participatory evaluation, or 
action research are very good approaches to use in the interactive form. 

Monitoring Once the program is up and running, some fine-tuning may be needed.  The 
volume of work, money spent and service delivery needs to be tracked. Was 
your budget sufficient? How many clients are you serving? Have there been 
changes between now and when you set up the program? The use of 
performance measurement is very helpful here. A systems analysis can also help 
to examine the way that all of the program components come together to make 
changes happen. 

Impact When all is said and done, people will want to know if your program made a 
difference.  Were the needs of the people serviced by the program met? Were 
the goals of the program attained? Was the money well spent? This form of 
evaluation seeks to measure the impact of the program in a community or to an 
individual.  Outcomes evaluation, needs based evaluation, and performance 
audits can help you to assess the impact of a program. 
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Within each form, there are several approaches you can take to conduct your evaluation: 

Evaluation Approaches 

Proactive Clarificative Interactive Monitoring Impact 
-Needs 
Assessment 
-Research review 
-Review of Best 
Practices 

-Evaluability 
Assessment 
-Logic model 
-Theory 
development 
-Accreditation 

-Responsive 
-Action Research 
-Quality Review 
-Developmental 
-Empowerment 
-Participatory 

-Component 
Analysis 
-Devolved 
performance 
assessment 
-Systems 
Analysis 

-Objectives 
based 
-Process-
outcome studies 
-Needs based 
-Goal free 
-Performance 
Audit 

* The above evaluation forms and approaches draw upon the work of Dr. John Owen as
presented in Program Evaluation; Forms and Approaches, Sage Publications, 1999. 

Key Considerations 

Here are a few things to think about when doing your evaluation design: 

• What is the scope of the evaluation?
• Who is your primary audience?
• Who are your stakeholders
• How many resources do you have to undertake this project?
• How long do you have to complete the evaluation?
• What are your key research questions?

Which Evaluation Approach Will Work Best? 

Now that you can see that there are different stages to a program, and that each stage relates 
to a different evaluation form, it will be easier for you to focus your work.  The most common 
evaluation approaches line up well with a particular form. A common mistake is to decide what 
kind of approach that you want to use before you have chosen your questions or looked 
carefully at the program to see where it is in its life cycle.   

Proactive – used before a program has been set up, usually to find out if there is a problem that 
requires action, and what the root of the problem is.   Once you know there is a problem that 
needs to be addressed and what the root of the problem is, you will be better informed to deal 
with that problem effectively when setting up your program.  A common mistake when 
developing programs is to deal with symptoms of a problem rather than get to the bottom of it. 
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Clarificative – used to clarify what a program is supposed to be focused on, how it is supposed 
to work, what the purpose of the program is and if the program theory or rational is solid.  As 
programs develop over time, sometimes the original purpose of the program is lost because 
either it was not well documented or the purpose was not established.  It is difficult to figure out 
what direction a program should take if you are unsure of the rational used to create that 
program or what it was supposed to do in the first place. 

Interactive – used mainly when you are looking at the delivery of a program, is it effective? Does 
it need improvement?  What is the program trying to achieve?  This form is used when a 
program is up and running, and usually involves participation of program providers and/or 
participants.  Involving program providers or participants ensures first hand knowledge and 
experience is taken into account in the evaluation. 

Monitoring – this form is also applied when a program is up and running and generally looks at 
elements such as:  

 Justification of the program
 Fine-tuning the details
 If implementation going as planned
 Are costs on target?
 How does implementation compare to a couple months ago?
 Looking at the volume of work

Performance Measurement activities generally fall under this approach as they involve the 
continual monitoring of programs while they are running. 

Impact – used either when a program has run its course or while it has been up and running for 
some time.  This form looks mainly at the impact the program is having sometimes for 
justification purposes or accountability purposes.  Did the program make a difference? Did the 
program achieve its goals? Were there any unintended outcomes as a result of implementation? 
Was the program effective in serving the needs for which it was designed?  Was the program 
implemented as planned? 

The following graphic describes how these evaluative forms and approaches fit within a basic 
program cycle. 
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Basic Program Cycle 

Program

Proactive Evaluation

Community Problem/ 
Needs Assessment

Impact  Evaluation

Reporting & Feedback

Monitoring  Evaluation

Program Monitoring & 
Evaluation

Clarificative Evaluation

Program Design

Interactive Evaluation

Monitoring  Evaluation

Program Implementation
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The following links are helpful resources: 

Treasury Board Secretariat, Government of Canada: 
http://www.tbs-sct.gc.ca/index_e.asp 

The Canadian Evaluation Society: 
http://www.evaluationcanada.ca 

The Canadian Evaluation Society NWT Chapter: 
http://nwt.evaluationcanada.ca/ 

The Australasian Evaluation Society: 
http://www.aes.asn.au/ 

The American Evaluation Association: 
http://www.eval.org/ 

The European Evaluation Society: 
http://www.europeanevaluation.org/ 

The International Development Evaluation Association: 
http://www.ideas-int.org/ 

The International Organization for Cooperation in Evaluation: 
http://internationalevaluation.com/ 

Office of the Auditor General of Canada: 
http://www.oag-bvg.gc.ca/ 

Checklist for Program Evaluation Planning: 
http://www.mapnp.org/library/evaluatn/chklist.htm 

Evaluation and Research Tools: 
http://www.themeasurementgroup.com/evaluationtools/evaluation_tools.htm 

Evaluation checklists: 
http://www.wmich.edu/evalctr/checklists/ 

Statistics Glossary: 
http://www.cas.lancs.ac.uk/glossary_v1.1/samp.html 

Program Review Office Page 34 

http://www.tbs-sct.gc.ca/index_e.asp
http://www.evaluationcanada.ca/
http://nwt.evaluationcanada.ca/
http://www.aes.asn.au/
http://www.eval.org/
http://www.europeanevaluation.org/
http://www.ideas-int.org/
http://internationalevaluation.com/
http://www.oag-bvg.gc.ca/
http://www.mapnp.org/library/evaluatn/chklist.htm
http://www.themeasurementgroup.com/evaluationtools/evaluation_tools.htm
http://www.wmich.edu/evalctr/checklists/
http://www.cas.lancs.ac.uk/glossary_v1.1/samp.html


Links to Evaluation Resources 2014 

Performance Measurement Association: 
http://www.som.cranfield.ac.uk/som/research/centres/cbp/pma/ 

Online Evaluation Library: 
http://oerl.sri.com/ 

Electronic Resources for Evaluators: 
http://www.luc.edu/faculty/eposava/resource.htm 

Journal of Multidisciplinary Evaluation: 
http://evaluation.wmich.edu/jmde/ 

Basic Guide to Program Evaluation: 
http://www.mapnp.org/library/evaluatn/fnl_eval.htm#anchor1585345 

Monitoring and Evaluation to Assess and Use Results: 
http://www.measureprogram.org/ 

Conference Board of Canada: 
http://www.conferenceboard.ca/Default.htm 

Canadian Comprehensive Audit Foundation: 
http://www.ccaf-fcvi.com/english/ 
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Accountability 
The imperative to make public officials answerable for their behavior (actions) and 
responsive to the entity from which they derive their authority.   

Accountability Framework 
Refers to a cycle of planning, implementing, monitoring, evaluating, reporting and 
improving.  These cycle components are accountability requirements for various 
programs or services that are being provided through partnerships with third party 
agencies. 

Activities 
An operation or work process internal to an organization intended to produce specific 
outputs. 

Answerability 
The duty to inform and explain, but does not include the personal consequences 
associated with accountability. 

Artifact 
An artificial result. 

Assessment of Program Theory 
An evaluative study that answers questions about the conceptualization and design of a 
program. 

Association 
A known link between two or more conditions or variables (factors which vary between 
people or circumstances). A 'positive' association is one where the incidence of one 
condition increases if the other condition or variable increases (as with smoking and 
lung cancer). There is a 'negative' association when an increase in one thing is 
apparently associated with a decrease in something else. 

Attribution 
The assertion that certain events or conditions were, to some extent, caused or 
influenced by other events or conditions. This means a reasonable connection can be 
made between a specific outcome and the actions and outputs of a government policy, 
program or initiative. 
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Benchmark 
The standard or reference point against which something is measured.  It can be either a 
long-term goal, or a comparison against another similar organization. 

Bias 
Something that introduces a difference or trend that distorts (or could distort) results of 
a study. Bias introduces systematic error into a study, because what is being observed 
may not be the effect of the treatment being studied, but rather it may be the effect of 
bias. 

Business plan 
(See Planning, Forms of ) 

CAPI  
Computer-Assisted Personal Interviewing - a quantitative research technique, where a 
PC (usually a laptop) makes part of the interview scene, with specialized software 
assisting with the interview. 

CASI 
Computer-Assisted Self-Interviewing - a quantitative research technique similar to CAPI. 
The respondent, equipped with a PC with relevant software, reads the answers on the 
screen and independently enters answers into PC memory. Similar to CAPI, the 
computer program controls skip instructions, displays necessary information on-screen, 
and controls the correctness and consistency of entered data. The main difference 
between CASI and CAPI is the presence - or rather lack of one - of an interviewer, whose 
role was completely taken over by the PC. 

CATI  
Computer-Assisted Telephone Interviewing - a quantitative research technique where 
questions are asked over the telephone, which are then entered by an interviewer into 
PC memory. 

Causality  
Concerns whether A caused B (casual inference) and how that happened (causal 
mediation). 

CAWI  
Computer-Assisted Web Interviewing - a quantitative research technique gaining 
popularity. This involves the respondent accessing a questionnaire and answering it over 
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the Web. 

Clarificative Evaluation 
This form of evaluation focuses on clarifying the intent and operations of a program, 
sometimes referred to as the theory or logic of a program.  This form helps to identify 
links between program activities and the desired outcomes of the program.  (Drawn 
from the work of Dr. John Owen). 

Cohort study 
A 'cohort' is a group of clearly identified people. A cohort study follows a group over 
time and reports what happens to them. A cohort study is an observational study, and it 
can be prospective or retrospective. 

Confirmation Bias  
Refers to a type of selective thinking whereby one tends to notice and to look for what 
confirms one's beliefs, and to ignore, not look for, or undervalue the relevance of what 
contradicts one's beliefs. 

Confounding 
A factor or effect that confuses the picture. A confounder distorts the ability to attribute 
the cause of something to the treatment, because something else could be influencing 
the result. Example: If people receive a mixture of therapies, it would be possible to 
confuse the effect of one therapy over the other therapy. 

Constant 
A characteristic that is the same for all individuals in a study - e.g. in a study 
investigating the effects of different teaching techniques on test scores, the same 
teacher and the same students are involved. They are constants in the study. 

Content Analysis 
Any of several research techniques used to describe and systematically analyze the 
content of written, spoken or pictorial, communication.  

Copy test 
A type of study, where respondents rate advertising material (TV, radio, press). The 
tested aspects are composition, appeal, communication, and credibility; respondents 
point out elements subconsciously rejected or in need of modification.  
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Core Business 
It refers to the main business areas and basic programs and services of a department; 
they should be in line with the department’s mandate. 

Cost Benefit Analysis 
Analytical procedure for determining the economic efficiency of a program expressed as 
the relationship between costs and outcomes, usually measured in monetary terms. 

Cost Effectiveness 
To achieve the best value for money. 

Cost Efficiency 
To achieve the most efficient use of resources at the lowest possible cost. 

Crown Corporations 
Corporations owned by the government that assume a structure similar to a private 
company and that operate semi-independently of the Cabinet. 

Data dredging 
Digging through the data of a trial trying to find a significant result. 

Delphi Technique 
A method of survey research developed by the RAND Corporation requiring repeated 
surveying of the same respondents do that they can come to an informed consensus. 

Demographics  
A fragment of a questionnaire, used to register socio-demographics of the respondent - 
sex, age, education, income, job, income, household structure, sometimes other data, 
address. The demographics part of the questionnaire gathers data used in analyzing 
results obtained from different sub-groups of the respondents. Hence the final shape of 
the demographics section depends on the nature and objectives of the project. 

The Three E’s 
There is disagreement in current literature with regard to what efficiency, effectiveness, 
economy (cost efficiency) and cost effectiveness means. It seems as though each 
discipline has adopted a lexicon of its own. In keeping with the government’s 
commitment to plain language, and because of the confusion around these terms; we 
explain them simply as: 

Effectiveness – Doing the right things (i.e. what you are doing is getting results) 
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Efficiency - Doing things right (i.e. going from point A to B using the least amount of time 
and energy) 
Cost effectiveness –what you have spent has been reasonable for the results you 
received. 
Cost efficiency “value for money”- the results that you will receive for the price you 
have paid, meaning, “You get what you pay for”. 

Effect 
Effect like impact is a synonym for outcome although impact is somewhat more direct 
than an effect. Both terms are commonly used, but neither is a technical term.  

Effectiveness   
The extent to which an organization, policy, program, or initiative is meeting its planned 
results.  

Empowerment evaluation 
A participatory or collaborative evaluation in which the evaluator’s role includes 
consultation and facilitation directed toward the development of the capabilities of the 
participating stakeholders to conduct evaluation on their own, to use it effectively for 
advocacy and change, and to have some influence on a program that affects their lives. 

External validity 
External validity is the extent to which the results of a study can apply to people other 
than the ones that were in the study (how generalisable the results are to others, or 
how applicable they are in the real world). 

Experimenter Effect 
The experimenter effect is a term used to describe any of a number of subtle cues or 
signals from an experimenter that affect the performance or response of subjects in the 
experiment. The cues may be unconscious nonverbal cues, such as muscular tension or 
gestures. They may be vocal cues, such as tone of voice. 

File Drawer Problem 
In literature reviews a problem of validity that arises because studies that come up with 
negative problems are often not published; often they are just put into the researchers 
file drawer. 

Generalisability 
Concerns extrapolating from specific observations to constructs, places, people, and 
times with similar and dissimilar characteristics.  
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Goal 
Goals typically refer to broad results, which may take a number of years to achieve and 
often involve many people, activities, processes, and intermediate achievements.  Goals 
reflect the desired state of affairs and are written not as actions, but as what will 
happen as a result of the department’s efforts in a given area. 

Goal-free evaluation  
Doing fieldwork and gathering data on a broad array of actual effects or outcomes, then 
comparing the observed outcomes with the actual needs of program participants. 
(Scriven 1972) 

Halo Effect 
The tendency of judges to overrate a performance because the subject ( or person) did 
well in an earlier rating, or did well in another area. 

Hawthorne Effect 
The tendency for people who are being researched to change their behavior simply 
because they are being studied. 

Horizontal Result  
An outcome that is produced through the contributions of two or more departments or 
agencies, jurisdictions, or non-governmental organizations 

Impact 
An impact is the effect of a service, program, policy or legislation. There can be intended 
and unintended impacts. 

Impacts 
The results of program activities as felt by clients and society. Impacts may be positive 
or negative. Impact like effect is a synonym for outcome, although an impact is 
somewhat more direct than effect. Both terms are commonly used, but neither is a 
technical term. For technical precision, Treasury Board Secretariat recommends that 
outcome be used instead of impact.  

Impact Assessment  
An evaluation of the effects of a service, program, policy, or legislation. 
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Impact Evaluation 
This form of evaluation seeks to measure the impact of the program in a community or 
to an individual. Impact evaluation would focus on the end results of a program; 
measuring intended or unintended outcomes. 

Implementation 
Refers to program activities or procedures involved in meeting a program objective or 
priority. 

Implementation Evaluations 
Used to tell decision makers what is going on in the program, how the program has 
developed, and how and why programs deviate from initial plans and expectations. 

Industry Standards 
An industry standard refers to a uniform level of performance agreed to by a national or 
international group of professionals who have expertise in a particular occupation or 
industry. 

Instrumentation effect 
Where the data collection methodology, (the questionnaire, interview, etc), changes the 
behavior of the respondent. 

Internal validity 
The extent to which a study properly measures what it is meant to measure. 

Initiatives 
Initiatives are similar to projects; they are a group of activities that are designed to 
address the priorities and goals of the GNWT. 

Inputs 
Financial or non-financial resources used to produce an output. 

Interactive Evaluation 
Interactive evaluations centre on involving relevant stakeholders in the evaluation 
process.  The participants play a major role in shaping the evaluation and making 
decisions.  Involving participants validates evaluation findings, and encourages the use 
of evaluation in organizational cultures by teaching participants about the logic and 
processes of evaluation. 
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Key informants 
Persons whose personal or professional position gives them a knowledgeable 
perspective on the nature and scope of a social problem or a target population and 
whose views are obtained during a needs assessment. 

Logic Model  
(Also referred to as Results-Chain) The design for how the activities of a program or 
initiative are expected to lead to the achievement of the final outcomes. Usually 
displayed as a flow chart, and used in tandem with a “hierarchy or objectives” from 
which the underlying assumptions of the program are tested.  

Lurking Variable 
A third variable that causes a correlation between two others. Example- if a researcher 
found a correlation between an individual’s college grades and their income later in life, 
they might wonder whether doing well in school increased income. It might; but good 
grades and high income might be caused by a third  (lurking) variable such as tendency 
to hard work. 

Mandate 
A command or an authorization given by a political electorate to its representative. 

Management 
Referred to as the body of knowledge that is responsible for planning, organizing, 
staffing, directing and controlling the activities of an organization in a manner consistent 
with the goals of the organization. 

Measures 
A measure provides information on performance or activities involved in working 
towards the desired goals and outcomes of a program. There are many types of 
performance measures i.e.: input measures, process measures, output measures, 
outcome measures or efficiency measures to name a few.  Targets, benchmarks or 
standards can be used to capture the status of the outcome, or progress toward the 
outcome. 

Meta-evaluation 
An evaluation of an evaluation. 

Mission Statement  
A formal, public statement of an organization's purpose. It is used by departmental 
management to set direction and values. 
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Moderator 
A researcher or participant of a discussion group who guides the flow of the discussion 
in line with the guide, steers group processes, and assists in reaching conclusions. 

Monitoring 
“Monitoring is a continuous function that uses the systematic collection of data on 
specified indicators to provide management and the main stakeholders of an on-going 
development intervention with indications of the extent of progress and achievement of 
objectives and progress in the use of allocated funds.”   

Monitoring Evaluation 
Monitoring evaluations look at whether progress has been made towards the stated 
goals of a program, or it could be geared toward a specific program component. 
Furthermore, the evaluation could monitor the implementation aspect or impact aspect 
of a program. This form generally takes note of program expenditures. 

Outcome 
An outcome is the expected result (or results) stemming from government action. 
Outcomes should be more specific in nature than the goals, and can be measured. 
Where the goals are very broad, it is difficult for the department to measure their 
contribution toward them. The outcome focuses the expected result into an area where 
the department has influence. While it is difficult to prove attribution, (i.e. it was the 
governments action that caused the change) when the department reports on it’s 
success, there will be more credibility if the outcome has a direct connection to the 
work that the department undertakes.  

Outcome Measure 
Outcome Measures are used when you want to measure the end results of a program or 
project. Organizations may use this type of measure to see if they are achieving their 
goals or to see if any intended or unintended impacts were realized. 

Output 
A unit of service provided, product provided, or people served by government or a 
government-funded program.  It can also be a count of goods and services produced. 

Paradigm 
A scientific discipline’s way of seeing it’s subject matter. A “shift” happens when the 
people involved begin to see their subject (and/or world view) in a radically different 
way.  
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Participation 
Where citizens participate in government through the electoral process; public officials 
are accountable ultimately to the electorate.  It implies that government structures are 
flexible enough to offer beneficiaries the opportunity to improve the design and 
implementation of public programs and projects.  In evaluation terms, participation 
refers to the active involvement of program stakeholders in the evaluation design and 
process. 

Performance Measurement 
A data collection and monitoring system established to monitor and improve results of 
government programs. Governments do this to track progress towards achieving 
specified goals and to report on the progress made to the public and elected officials.  It 
can help managers identify areas of success and areas for improvement. 

Performance Measures (Measurables) 
This refers to the target, benchmark, measure, or standard that will be used to capture 
the status of the outcome.  What is being measured is progress toward the outcome.  

Pilot Project 
Designed to test the elements of a potential program for specific period of time in one 
or more locations, with a view to implementing and on-going program depending on the 
results of the test. 

Planning (Forms of) 

• Business planning
An annual departmental financial and management plan that includes long-term 
goals, strategies, core business, anticipated outcomes and resource requirements. It 
is the planning framework of the management of materials, services, information 
and capital flows. 

• Logistical Planning
Planning in order to have the right thing at the right place at the right time. 

• Strategic Planning
The process of determining an organization’s long-term goals and then identifying 
the best approach for achieving those goals. It is the “big picture” over a long period 
of time. It is done at a higher level than other forms of planning . 
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• Operational Planning
Writing the short terms objectives key responsibilities and resources for each unit in 
the organization. 

• Tactical Planning
Using skillful methods to deal with details and activities, which help the organization 
make progress toward the strategic plan. It is on a fixed schedule and carried out in 
smaller pieces. 

Predictability 
Predictability refers to the: Existence of laws, regulations, and policies to regulate 
activities; and their fair and consistent application 

Process evaluations 
How people engage with each other, the experience of process, and participants’ 
perceptions. Process evaluations aim at elucidating and understanding the internal 
dynamics of how a program, organization, or relationship operates. 

Project 
A group of resources and activities pulled together to achieve a specific results or a set 
of medium term outcomes over a limited period of time. 

Program 
A group of resources and activities, administered by a department or agency of 
government, logically connected to the achievement of specific results and long-term 
outcomes on an on-going basis. In the GNWT, a program generally refers to activities 
that serve the public, as compared to a service, which refers to activities that serve 
other government departments. 

Program Evaluation (1) 
The systematic collection and analysis of information on the performance of a policy, 
program, or initiative to make judgments about relevance, progress or success and cost-
effectiveness, and/or to inform future programming decisions about design and 
implementation. (Treasury Board Secretariat) 

Program Evaluation (2) 
The systematic collection of information about a program that helps you to improve 
program effectiveness and/or make decisions about future programming. Program 
evaluation and performance appraisal are separate systems. 
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Program Evaluation (3) 
The use of social research methods to systematically investigate the effectiveness of 
social intervention program in ways that are adapted to their political and organizational 
environments and are designed to inform social action in ways that improve social 
conditions. (Rossi) 

Program Evaluation (4) 

Is the systematic collection of information about the activities characteristics, and 
outcomes of programs to make judgments about the program, improve effectiveness 
and or inform decisions about future programming. (Patton) 

Program Evaluation (5) 

Evaluation is the process of negotiating an evaluation plan, collecting and analyzing the 
findings to produce findings and disseminating the findings to identified audiences for 
use in  describing or understanding an evaluand or making judgments and or decisions 
related to the evaluand. (Owen and Rogers) 

Program Evaluation (6) 

Evaluation is the process of determining merit, worth or value of something or the 
product of that process…The evaluation process normally involves some identification 
of relevant standards of merit, worth or value; some investigation of the performance of 
the evaluand on these standards and synthesis of the results to achieve an overall 
evaluation. (Scriven) 

Quality  
The degree to which a product or service meets customer requirements or expectations. 

Reproducible 
Able to be done or achieved the same way elsewhere, by other people. 

Resources 
Resources can be staff, time, money, or materials that are required to perform activities. 

Sample 
A subset of a population being researched. Sampling is the process by which research 
subjects are chosen. There are a number of sampling techniques. 
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Probability Sampling: Every member of the research population has some chance 
of being included in the sample.  

Random Sampling: is a probability sample in which the probability of being 
selected as a research subject is the same for all members of the whole 
population.  

Stratified Random Sampling: where a population is divided into a clearly 
recognized number of sub-populations (e.g.: male/female). The research can 
sample so that all sub-populations (strata) are represented in the total sample. 
The probability of being selected as a research subject is the same for each 
member of a stratum.  

Systematic Sampling: involves randomly selecting the first member of the sample 
from a list and from that point taking every nth name on the list.  

Purposeful Sampling 
Here random sampling is not possible, the researcher selects research subjects 
according to preset criteria.  

Sampling Fraction 
The ratio of sample size to population size (e.g.: the sample fraction for 200 in a 
population of 2000 is 10 or 0.1). The sampling fraction equals the probability of 
any member of the population being selected for the sample.  

Self Fulfilling Prophecy 
Something that happens because people expect it to happen and thus act accordingly. 

Sleeper Effect 
Originally used to describe a delayed reaction to mass communication or message; more 
generally it means any effect that becomes apparent only after the passage of time. 

Social Research Methods 
Procedures for studying social behavior devised by social scientists that are based on 
systematic observation and logical rules for drawing inferences from those observations. 
(Rossi) 
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Standard 
An established, quantifiable level of performance that is commonly understood and 
agreed upon as the basis for judging or comparing actual performance. 

Strategy 
A series of planned actions. 

Snowball sampling 
A non-probability sampling method in which each person interviewed is asked to 
suggest additional knowledgeable people for interviewing.  The process continues until 
no new names are suggested. 

Social indicator 
Periodic measurements designed to track the course of a social condition over time. 

Stakeholders 
Generally refers to those with a vested interest in the program or service.  Common 
stakeholders include program managers, staff, program developers, sponsors, special 
interest groups or clients. 

Strategic Planning  
See forms of planning. 

Target 
Targets are similar to benchmarks, but are used to measure interim performance, 
assessing the rate of improvement from the present situation to the ultimate desired 
outcome. Targets tell “what we are aiming for”. They describe the level, or quality, of 
service that the Department believes is achievable in the short term. See also 
“Standard” above. 

Target audience  
The unit (individual, family, community, etc to which a program intervention is directed. 
All such units within the area served by a program comprise its target population). 

Third Party Agency 
Generally interpreted to mean any one of a variety of entities that receives public 
funding for the purpose of providing public service.  These agencies are often 
established under legislation by a sponsoring department.  
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Time Series Analysis 
Time Series is useful for: (a) identifying the nature of an event through a sequence of 
observations, and (b) forecasting (predicting future values). Basically it is measurement 
over a number of years so that trends or patterns can be established. 

Tools 
Tools are the methods that used to measure performance and gather data about a 
program or information requirements.  Some popular tools include surveys, 
questionnaires, audits, and interviews. 

Transparency 
(A principle of good governance) transparency refers to the availability of information to 
the general public and clarity about government rules, regulations and decisions. 

Validity 
The degree to which a result is likely to be 'true' and free of bias. 

Vision 
It is the ideal state (i.e. in a perfect world) that an organization sees as its future. 
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In this section you will find: 

• Choosing Methods and Tools

• Methods and Tools

− Art 
− Board Management Review 
− Book Searches 
− Case Studies 
− Comparative Studies 
− Focus Groups 
− Internet Searches 
− Interviews 
− Logs 
− Observation 
− Peer Review 
− Process Charting 
− Record Reviews 
− Quality Assurance  
− Questionnaires 
− Surveys 
− Scales and Tests 
− Value for Money 
− Cost Efficiency Measures 
− Outcomes 
− Output Measures 
− Performance Measures 
− Logic Models   
− Needs Assessment  
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HOW DO YOU CHOOSE WHICH METHOD AND TOOLS YOU SHOULD USE? 

Start with your evaluation questions.  Who do you need to get information from?  Do 
some methods work better for some people than others?  What works for your people? 

Do you have: 

- Trained people or someone to train them? 
- A computer or software to keep data on? 
- Permission to ask people to participate? 
- Community support? 
- Agreement on who collects and analyzes data? 
- Senior management approval (sounds govt.)? 

Set Criteria to guide you! 

Examples of criteria that you might establish are: 

- People who are similar in a way that is important. (Age, gender, reason for coming 
to your program, etc.) 

- Can people read (English, another language). 
- Do they have a phone 
- Are they mobile 
- Do you need transportation 
- The best time to gather data will be when? 
- The project has to cost less than $_______ for tool development and testing 
- You will need the information back by _________ 
- Confidences can be kept 
- Information/files/people must be accessible 
- Other__________________________________ 

What will give you the best data? 
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ART 

What is it? Art is another way of helping a person to express their thoughts or 
feelings.  

You could ask people to show their response to something or their 
thoughts or feelings by drawing pictures.  You would ask them to be 
creative, you would ask them to be honest, and you would have to be 
very, very clear on what it is that you are trying to achieve through 
the use of artwork. 

Some people are very good at using drama and making up skits. This 
is not for everyone. Some people are shy, and do not like to be put on 
the spot. Don’t force people to into a situation like this. They have to 
be willing to try it. Children are usually happy to take part. One 
interesting idea is a role reversal. Providing that you have a “safe” 
haven, and a referee, it is interesting to switch roles for a day. It is 
amazing what comes out when somebody else pretends to be you, as 
long as no one gets mean or carried away. 

When do you use 
them? 

You use artwork for a lot of different reasons.  One reason might be 
that the person cannot read or write and artwork or drama will help 
them to express how they’re feeling.  You can use artwork very 
effectively with children who like to draw pictures, may not be able to 
express how they’re feeling in words .You would use artwork when 
you’re trying to get at a feeling rather than a situation. 

Advantages Artwork and drama has the advantage of being highly expressive. 
People enjoy doing artwork.  It’s fun, it’s fast, and you can hold a 
piece of artwork in your hands to show somebody else. 

Another advantage to artwork is that it is inexpensive and there are 
no recording or data or coding sheets required.  Each picture would 
stand on its own as a complete snapshot.  You don’t need to have a 
whole lot of statistical manipulation or heavy-duty data collection 
tools needed. 

One other advantage of artwork is that it can help you overcome 
language barriers.  It may also give the person an increased sense of 
comfort, and it may also help you increase teamwork. 
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Disadvantages The disadvantage of artwork is that it is highly subjective, which 
means that what one person reads from that piece of art, may be 
different from what somebody else reads from that piece of art.  In 
other words, there may not be any inter-rater reliability in artwork. 
It’s sometimes hard to interpret what a piece of artwork means.  

Drama can pose the same problems with interpretation, plus, it is not 
for everybody. Some people would rather hide than take part in a 
play or a skit. 

People will sometimes draw what they know how to draw, rather 
than how they’re feeling.  So in other words, if you’re trying to get at 
a feeling you may end up with a drawing of something that’s 
someone has drawn over and over again. 

Tips One way to use artwork would be asking some one what they see 
when they look at a particular picture. This is not completely accurate 
so it would only be used as an indicator of someone’s state of mind. 
Children used to be asked to do thematic apperception tests, called 
TAT tests. A TAT test gets the child to make up a story about a picture. 
So you would show them a picture and say “tell me a story about 
this.” It could be a bunny rabbit sitting in a forest, it could be a big dog 
looking at a small dog, may be a bone in the middle of them. The child 
will very often make up a story to match the picture. 

You can ask the person who is doing the art work if you can show the 
artwork to other people. If they say yes, then its pretty fair to ask 
them later what they were feeling or what they’re showing through 
their piece of artwork.  When dealing with children in artwork, its 
quite possible in some circumstances to ask a child how they’re 
feeling at the start of something and maybe a few weeks later during 
the program how they feel after the program.  If the child is in a 
situation where the environment around them is very difficult, 
whatever is on their mind will sometimes be translated over to a 
picture.  And you can sort of get a feeling, you cannot prove it but you 
can get a feeling of what is on the child’s mind.  After the intervention 
or after you have worked with the child, if you ask the child to draw a 
picture again.  You might see a difference in the tone of the picture, 
the first picture might be dark, done with heavy colours, heavy lines, 
it may show monsters, it could show dark, it may show somebody 
isolated, or it may show tears on a person.  The 2nd piece may show a 
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big sun with a smiley face and flowers and mom and dad and the 
family with big smiles on their faces.  You can’t say exactly what it is 
that this is showing, but what you can do is you can sort of assume 
that the child’s space in their heads so to speak, is a little bit happier. 

Program Review Office Page 55 



BOARD / MANAGEMENT REVIEW 
Methods and Tools 

2014 

BOARD / MANAGEMENT REVIEW 

What are they/what they 
do? 

Simply put, it is a review of the management function of an 
organisation 

When is used?  A management review is used to review the decisions/actions that 
management have used when running an organisation. They can 
involve decisions about money, staff, policy, any resource, or 
implementation. You probably would not do a management review 
on your own program or on the organisation. In most cases an 
outside agency or consultant would do a management review. 
However, there are some things that you could ask or be aware of 
as a manager to make sure your program is managed properly. 

How is it done? The Board of an organisation is one place the reviewing agency 
might start. An effective decision making body must provide clear 
guidance to management and staff.  This body must be committed 
and knowledgeable. 

These are the kinds of items that might be looked at: 

How was the board formed? Was it democratically chosen by the 
residents of the community so that the all interests are 
represented?  If the decision making body comes from a chosen 
few there may be a danger of conflict of interests or favouritism. 

What is the commitment of members of the body?  Membership 
on a decision making body requires commitment to belong to the 
group over an extended period of time and regular attendance at 
group meetings.  High turnover and poor attendance by some or all 
suggests a weak body. 

Consistency of decision making.  Look at the body's minutes to see 
if complete minutes were taken and that the body consistently 
followed up on their decisions. 

Relations between management and staff.  Try to determine if 
there were adequate relations between the body and employees 
charged with the responsibility of following up on the body's 
directions. 
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Adequacy of policies and procedures.  Sometimes local 
circumstances dictate that unique policies and procedures have to 
be developed by a decision making body that are either not 
mentioned in government policies and procedures or aren't 
applicable and need to be modified. 

Criteria to Look For Policies and Procedures - Has management developed adequate 
written policies and procedures for staff to be aware of and 
follow? 

Following Decision-making Body instructions - Look for evidence 
that management follows instructions given by the decision making 
body in a prompt and effective manner.  This would be found in 
minutes of meetings and follow up on these decisions with 
management. 

Following up on Responsibilities - Look for evidence that 
management attends to its assigned responsibilities in a prompt 
and effective manner. For instance, for a housing authority that 
collects rents, does the administrator go after delinquent accounts 
on a regular and assertive manner? 

If there are regular reporting responsibilities, then how timely are 
these being met?  For example, if a monthly report is expected as 
part of a funding agreement, then look to see that the report was 
being prepared and sent in a prompt manner to the funding 
organisation. You might also check with the funding agency to 
determine if the monthly reports were acceptable. 

Are suppliers being fairly treated and promptly paid for their 
services?  There is nothing that will upset suppliers more than non 
payment, check to ensure that there is an adequate system in 
place to promptly pay suppliers for services provided. 

Are statutory employee records maintained? - For example, 
pension records, UI and CPP records and Income tax records must 
be retained and accurately kept.  Are statutory deductions and 
remittances maintained? 
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Relations with Staff and Public - How well management does 
maintain good businesslike relations with the public and 
employees? One might look to letters of complaint from the public 
or union grievances that there may be problems with 
management. 

Accuracy and Completeness of Accounting Records - You can look 
at how adequate the organisation is with its accounting system and 
that it is capable of providing information that sufficiently provides 
information to management and the decision making body. 

Timeliness of Accounting Information - In addition to accurate 
information, the information must be on time. This would be seen 
by how quickly the records are reconciled and closed off and later 
summarised into a format that can be used.  (Accurate information 
that is months old is useless). 
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BOOK SEARCHES 

What are they A book search is done to gain information on a topic by going to 
information sources in written form, although at times this 
information can be provided in oral form or video.  Most sources of 
information are public, school or government libraries, depending 
on the subject area of interest.  Most libraries will do interlibrary 
loans, where the library will order information for you. 

What types of 
info can you find 
from what 
sources? 

- Books provide many topic areas, such as reference texts on 
certain subject areas. 

- Scientific journals provide information, reviews or reports on 
topics related to science, experiments etc. 

- Other journals may provide articles on new programs, new 
developments in a field of study, new resources. 

- Periodicals also can provide updates, and information on a 
subject area. 

- Reports, publications, statistics, and evaluation reports are also 
good sources of information on a specific topic area 

- How to manuals, guidebooks, and reference guides are also very 
useful materials to guide how you are going to do your work. 

When do you 
use them? 

- Before starting a project, program or activity, it is necessary to 
get some information that will help you to develop or design it.   

- Book searches can give you background information, 
methodology, instructions, results, advantages or disadvantages 
of an approach. 

- Articles or reports that others have written can also give you 
some ideas of how to or how not to do your own reports – that is 
graphics, layout, language levels, etc. 

- If you cannot afford outside experts, sometime you can find 
information form such experts in the library. It is worth a look. 
You can compare your results to the results of other programs 
and see how you measure up. 

Disadvantages - You may not have a very good library in your community. You 
may not have a library at all. It can also be difficult to sort through 
the tons of information that you find at the library, and some of it 
may not be useful to you. 
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Advantages - There is wonderful information in the library from a variety of 
sources. Even if the book or article you seek is not there at the 
time the librarian can usually order it for you. 

- Reference texts can be borrowed for the time period that you 
need them, or if they are particularly useful, buy them and start 
your own reference library of the most useful resources.   

- Most reports will describe how they developed their program, 
how much it cost, etc.  They can share success.  Usually you will 
find a contact number on the report, book or journal for further 
information.    They may have pictures about their program to 
give you an idea of how to develop your program. 

Tips Searches for more information can give you the following: 
- What other people are doing in another region or area that you 

might be doing but need more information on. 
- Written reports provide information on a program, why they did 

it, how they did it, what worked well and what did not, and 
results.  If you were starting a new project, it would be ideal to 
find out what others did to avoid pitfalls.  It can save you a lot of 
time, money and effort. 

- Sometimes you may just be “browsing” through a subject area 
and a thought hits you.  This is a way to get new ideas as well 
from what others may be doing.   

- Use references for gathering information to help convince 
funders that your idea has value.  If others have tried similar 
methods and have had success, then there is a good chance your 
program will succeed too. 

Find the librarian – they can help you to find information about a 
variety of topics and they know their way around the reference 
books. 

Come to the library with a list of names of authors and a checklist of 
subject areas that you want to research. 

Bring lots of pocket change in case you want to photocopy articles. 

Be prepared to sit down and read for while. This is the only way to 
sort through the material to see if it suits what you are looking for. 
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CASE STUDIES 

What are they?  A method of following a “case” or story and following it from start to finish 

When do you 
use them? 

- Case studies can be used when there is a need to understand something 
in greater depth. 

- Often used when the ‘story’ is important 
- Often used in unusual “cases” or when something is unique. 
- Rule of thumb:  it is usually something out of the ordinary and does not 

usually get applied to the general population. 

Examples A case study takes you through a period of time. You have to have the 
background, the context, what you are trying to accomplish what your plan 
of dealing with a problem will be and then tracking the case over time. 
Another way to do a case study is simply by telling what happened – even if 
it means that you have to look into the past. The best way is to read a case 
study and learn from their example. Note: each study will look different. 
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COMPARATIVE STUDIES 

What are They? Comparative studies compare one program to another or similar 
program 

Why are They Used - Provides a means to learn from other people’s mistakes and to 
share information with others 

- Even if you have a unique program, there are means to 
compare some similarities in programs 

Tools Used - Literature searches, book reviews, publications, newsletters, 
journals, magazines in one subject area, such as human 
resources, evaluation, distance education, etc. all will contain 
similar experiences to others 

- Review any information in the local library 

What to do? - Read and compare your program or activity with  others 
- Draw up lists of similarities and differences to your programs 

and compare the results 

Ask Questions -   Can you see why you might have had any differences in your 
program results?  Did another service have a great idea that you 
might want to try? 

Examples: - Similar programs in other jurisdictions 
- Compare successes 
- Improvements 
- Establish “baseline” information with a “twin” program in 1, 5, 

10 year. 
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FOCUS GROUPS 

What are they A focus group is a group of people to share their opinions, 
perspectives and ideas on a topic, led by a facilitator who has a 
discussion guide. These conversations should flow naturally and 
sometimes unexpected thoughts will result. It is called a focus group 
because you focus the people in the group on a certain topic. 

When do you use 
them? 

They can help to improve planning and design of new programs, or a 
means to evaluate them. They can also be used to ask people about 
what they think of a service or a promotion. 

Advantages Allows for group interaction, greater insight into why certain opinions 
are held. They allow for a free discussion on a topic in a safe 
environment. They have high face validity, are low-cost, give fast 
results, have the capacity to increase the size of the study 

Disadvantages There is less control than individual interviews and data difficult to 
analyse. The moderators must have special skills. It may be hard to 
get groups together. One dominant person can try to influence the 
way the group feels about something. Also within the group setting 
you cannot ensure confidentiality. 

Tips 

Groups of people 

Recorder 

Questions 

Preparation 

Do not use in an emotionally charged environment. 

Use more then one group. Just a single group will not tell you with 
any confidence at all what people might be thinking. Use groups of 
people who are similar, age, education, interests, gender, skill, etc. It 
depends on what you want to ask them. 

Make sure you have a recorder. Someone should be there to take 
notes for later analysis. 

Let people know that there are no wrong answers! 

Open-ended:  allow a person to determine nature of answer 
Avoid “why” questions 

Give people enough background by presenting the info in a context 

Preparation is key:  plan ahead! 

Use experienced moderators, who have skill in handling a group 
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What to do with the 
results 

Go back to the purpose of the focus group study 

Conduct several focus groups for more info and follow-up. Find the 
big ideas that come out of the focus groups: words used, body 
language, intensity of comments - not isolated comments, tone, 
internal consistency, frequency, extensiveness, intensity, specific 
responses to big ideas. Look for the trends and patterns. 
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INTERNET SEARCHES 

What are they An Internet search is the same as a book review only it is done 
electronically instead of going to library shelves or the journal or 
magazine counter.  Most communities now have computer access but 
will need some form of Internet account.   

There are many types of websites available.  The Government of the 
Northwest Territories also has a website where you can find out 
about what is happening in the north, telephone directories for 
government employees, and other sites on topics that could be 
related to the one you are interested in searching out to find more 
information. 

The Internet will allow you to search quickly for information about a 
subject area, a program in Canada, the US or internationally. The 
Internet has resources that you cannot usually access easily by other 
means. 

When do you use 
them? 

Searches for more information can give you the following: 
- What other people are doing in another region or area that you 

might be doing but need more information on. 
- Many people provide information on a program, why they did it, 

how they did it, what worked well and what did not, and results. 
If you were starting a new project, it would be ideal to find out 
what others did to avoid pitfalls.  It can save you a lot of time and 
money and effort 

- Sometimes you may just be “browsing” through a subject area 
and a thought hits you.  This is a way to get new ideas as well from 
what others may be doing.   

- Use the Internet for gathering in formation before you start a 
project to help convince funders that your idea has value.  It can 
provide the supporting rationale for why you want to do 
something.   

Advantages - Someone who is familiar with the internet can save a lot of time 
by seeing what others are doing or have done in the same topic 
area, such as program delivery for a social program, a recreation 
program  

- Most programs will have developed and will share how they 
developed their program, how much it costs, etc.  They can share 
success.  Usually you will find a contact number on the website 
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and they can be called for further information.  You may wish to 
discuss a pilot or joint activity with them, such as a ‘twin city” 
project, get additional information on any resources they have 
produced or visit their program.  They may have pictures about 
their program to give you an idea of how to develop yours. 

- Most universities and other places that do research, evaluation or 
both are on websites.  Contacting a university to ask them 
questions or get some expertise in a certain area can be beneficial 
to your program or program staff.  They may also be able to 
connect you to others and you may be able to be connected to a 
“chat line”, where people interested in a topic discuss the merits 
of doing a program. 

Disadvantages Some days it can be slow to download information. It may take a long 
time for your computer to read the information and this can be 
frustrating. 

There is a lot of gobbledy-gook on the internet. You may have to 
search through lots of information before you can get to the few 
pieces that will be very useful. This takes time.  Be sure your sources 
are credible. 

Search Tips Be aware that not all of the information that is on the internet is 
accurate. Look at the source of the information. Even if it sounds 
scientific, and lots of statistics are quoted, be cautious. Your best bet 
is to verify the information in a number of different sites. If everyone 
says the same thing it is more likely to be accurate. 

Look at the internet address before going into the website. This way 
you can see if you are accessing the same sites over and over. It will 
save you some time. 

Be sure to use “bookmarks” if you find a good site. This will save you 
time when you want to get back in to it. 

Practice on the internet in finding subjects. There may be more 
information under different headings. Internet is a very powerful tool. 
Do not be afraid to use it. 
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INTERVIEWS 

What are they? An interview is a structured conversation that requires someone to ask 
questions and someone (or a group) to answer them. 

There are different types of interviews. “Closed” is where the 
interviewer keeps to a specific set of pre-selected questions and limits 
the conversation to these areas. An “open” or exploratory interview 
uses a set of questions as a guide only, and lets the person who is 
being interviewed has some of the control of where the conversation 
is going. 

Interviews are usually by telephone or face-to-face.  Or you can watch 
an interview such as on TV.  You can use an interview best when you 
really need to get into exploring questions.  In other words, you have 
what is called an interview schedule; a list of questions you are going 
to ask.  When you have someone in a face-to-face interview situation, 
the advantages are that you can explore further if their answer is 
unclear, or ambiguous.  You can ask them to clarify for you, and you 
can ask them to give you examples.  You can take people further in an 
interview situation than with a questionnaire.  An interview is also 
easier for people because they don’t have to write or type out the 
answer.  They can tell you their answers or how they are feeling about 
something. 

When do you use 
them? 

You would use an interview in a situation where you need details, or in 
depth information that would take too long to write out.  Interviews 
can also be used to explore certain thoughts feeling or impressions. 

Advantages You can get a lot of rich information from an interview. People may 
find it easier to describe something verbally than to have to write it 
out or draw it. Interviewers also have the ability to clear up any 
questions that the respondent may have during the time of the 
interview, and they can pursue a particular line of questioning. You can 
also talk to the person in their mother language -where they may find 
it easier to express their feelings and opinions. 

The advantages of an interview are that you can watch somebody’s 
body language.  You can watch and see if they’re uncomfortable. 
Sometimes you can almost tell if they are not telling you the truth 
because they may fidget, look at the floor, start to yawn, tap their foot 
or try to get out of the room.  You can read somebody’s body 
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language, during an interview that you cannot do when you’re doing a 
questionnaire. 

Disadvantages They are time consuming and expensive.  Interviewers must be very 
skilled or people will not want to talk to them. They must be able to 
ask questions without a hint of their own opinion creeping in. They 
must learn to watch their own body language as well as that of the 
person they are interviewing and this can mean attention to details on 
many different levels. You may not get honest responses on personal 
information. People may be embarrassed to tell the truth.  

Sometimes the respondent may actually try to please the interviewer 
by telling them what they think what they would like to hear, rather 
than what their real opinion is. 

The disadvantages of interviews are that you have to schedule them so 
that you’re working around somebody else’s time line and someone 
else’s schedule.  You have to make an appointment to talk to people to 
do the interview. 

Another disadvantage is that you may have to make sure that the 
people that are going to do the interviewing are very, very skilled at 
what they do.  They may filter what people say and put it down on 
paper that the person did not mean.  So you have to make sure that 
your interviewers are highly trained and that they are all trained in the 
same way 

Finally, know that the richness of the information that you’re getting, 
can be difficult, to collate.  If you do 3000 interviews you will see 
trends, but you have to do a lot of reading to see them. So you may 
have to look for key words, you may have to look for key phrases, you 
may have to have a checklist of things that you heard in that interview.  

If I were to tell you a story about someone that generalised everything 
that I heard, you might remember it.  But if I told you 10,000 stories, 
then you will probably get bored by the 4th story, asleep by the 10th 
story, and then leave the country by story 200. In other words, it’s 
hard to squeeze the data out of all this richness of information. 

Tips Interviewers should be trained in social/cultural skills and manners. 
They must be aware of the culture around them. In some places direct 
eye contact is considered good manners while in others it is rude or a 
direct challenge. Sometimes there are social barriers as to whom asks 
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Comfort 

Time 

Interview Schedule & 
Introduction 

Taping 

Interview end 

Privacy 

a question. In some cultures men must not ask women certain 
questions and vice versa.  Do not offer your own opinion! If the answer 
is vague, ask for clarification. Remember to be an interested listener! 

Train your interviewer to be aware of the comfort level of the 
respondent and of the environment around them. In an interview 
situation you might want to make sure that the people are physically 
comfortable.  They might need a room that is warm, a comfortable 
chair or even a glass of water. They may need access to a bathroom. 

Make sure that you set a time limit on the interview. If you promise 
the interview is one half-hour then keep it to that length, as this is 
what you have negotiated with the person you will interview. Pay 
attention to the time.  If it is too close to lunch or dinner, people will 
want to leave. They may be tired after a long day 

When you are training your interviewers make sure that they have a 
proper introduction.  When they approach the person they say what 
their name is, they say what they’re doing. Make sure you have your 
questions handy when walking into an interview. You also need to 
have the questions very carefully screened and phrased before your 
appointment. This would be the same as for a questionnaire.  Start 
with the easy questions, and then to the more difficult questions.  

You can ask permission to use a tape recorder, although it makes some 
people nervous. The better idea is to have collating sheets. These 
sheets have to be designed to take information quickly as the person 
may be talking to you. Try to look for key phases, or use tick boxes for 
certain answers etc. Do not read “into” what the respondent tells you! 
Don’t fiddle around writing your notes; try to be as inconspicuous as 
possible!   

As soon as the interview is over the researcher must take the time to 
sit down and write out the responses. Memory can fail as time goes 
by, and if there are a number of interviews to do, it is very easy to get 
confused. Remember to thank the person you have interviewed. 

If you are asking people opinions, attitudes, or personal information, 
be careful to choose a private place to have the interview.  Don’t ask 
someone about a co-worker when the co- worker is sitting right beside 
him! 
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Consent 

Interviewer 

Kind of Interview 

Translator 

You may have to get an informed consent letter signed. If you are 
working with children you need to ask their parents if it is ok to 
interview them or give them a questionnaire.  

In some cases with adults you may need to ask then if they mind 
participating and you may need to get this in writing. It is up to you to 
write a letter and have them sign it. “Informed” means that you are 
very honest with the participant as to where the information is going, 
why it is being collected, and how their privacy will be preserved. You 
must give them an honest picture of the evaluation so that they may 
make the decision to take part or not. There is more information in the 
Ethics and Reputation section 

It is good to have someone interviewing who is not threatening to the 
person who is being interviewed.  You’ll probably get more 
information from people who share certain traits with people who are 
interviewing them.   

Another tip is that you have to decide what kind of interview you are 
going to do.  Either telephone interviews or face to face interviews, 
you have to decide how it’s going to be done.  If you do a phone 
interview you have to consider that a lot of people don’t have 
telephones.  You also have to realise that sometimes there is no 
privacy, if someone is on the only phone in the house, which happens 
to be in the kitchen. 

Consider if you need a translator, somebody to speak in the language 
of the person that they are most comfortable in.  They may find it 
easier to express themselves in the language that they were born into.   

Be prepared for the unexpected! 
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LOGS / DIARIES 

What are they A diary is simply a method to capture information from a single 
person over time. A log is usually filled out by more than one person 
all of whom are working in the same setting. In a log you write a 
summary on whatever it is that the researcher is trying to document.  

When do you use 
them? 

You would use a log or a diary if you have a lot of days, nights, events, 
or even hours. You use them so that people do not rely entirely on 
their memory. When you ask somebody what happened they will 
most likely give you the most recent thing that they’ve observed, so if 
you need people to record their thoughts and feelings, which may 
change, or their behaviours which may change daily, then you have to 
get them to record it daily.   

It’s the same in nature if you’re doing a log on an event that you are 
you’re observing, you have to write it down everyday because there 
maybe tiny little changes that you may not pick up on that day.  Later 
on when you’re reading the information, a trend might become 
apparent if you write it down. 

Advantages The advantages are that they’re cheap, they are fast, and you can get 
a lot of information from them. 

Disadvantages The disadvantages are that they do take some time, people may get 
tired of filling in their log and give up.  They may do really well for the 
first week and then the behaviour may fall off, It can also be difficult 
to interpret a log if you don’t have the person who wrote it explain it 
to you.  
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OBSERVATION 

What is it Simply put, it means watching people or occurrences. Observation is 
the oldest scientific method in history. People observed the change in 
the seasons, moon phases, migration patterns of animals, the effects 
of certain plants, etc. It is a powerful tool.  

When do you use it? It can be used when you need information on something that cannot 
talk to you, or when you need to read body language or when you 
want to see how someone or a group of people reacts to something 
before they have a chance to put it into words 

Advantages If the person is in a situation where they are being recorded on camera 
(with their permission) it is useful to be able to view the videotape 
over and over. You may pick up on things that were not apparent the 
first time around. Observation can tell you volumes about how a 
person is feeling just by watching their body language. It can be fun to 
observe people in a public place. When you carefully watch people’s 
behaviour you will see things that you would normally miss. 
Observation is easy to record, but sometimes difficult to interpret.  

Disadvantages It can be time consuming to sit and watch people, or to record 
changes in something over time. It could take years to track the 
migration patterns of certain birds. You must be very careful where 
you observe people. A public place is fine but if you peek through their 
windows at home you are invading their privacy and could be 
arrested. It can be very subjective. One person may read an exchange 
one way but you may see something else entirely in the situation. Who 
is right? It will usually tell you what happened not why it happened 

Tips 

Training 

If people know they are being watched, they will often change their 
behavior.  To get a good understanding of the event, people should 
feel free to be themselves. 

You will have to train your observers. They may be instructed to look 
for key words, or actions or other situations. They should be very 
familiar with their instrument that they are recording the data on so 
that they are not fumbling with sheets, papers or tape recorders. It 
takes a great deal of skill and patience.  
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Clarity 

Timing 

Safety 

Role Play 

Use other observers 

You must be very clear on what it is that you are looking for. Don’t go 
on a fishing expedition, otherwise you may end up with faulty 
conclusions. 

Be aware of the timing of your observation and of the environment 
around you. If the community is reacting to a situation that has 
nothing to do with your study, then you may get odd results. If you 
wish to observe people out of doors and it is – 50, you will not get to 
see much action because people will be hurrying to get in doors. 

Never place your observers in a situation where they can get hurt, 
either by the physical environment or the people that they are 
observing. 

Have your observers role-play during their training. It is a great way to 
have them practise observation techniques. 

Train your observers to be aware of not only the people around them 
but of the situation and the environment too. (Sunny, warm, smoky, 
noisy, etc) 

You do not have to be the person who collects the data. Others can 
obtain information.  For example, teachers or parents may be asked to 
observe their students or children’s behaviour. Program staff may also 
record their observations.  For example, following a workshop, each 
person may be rated as to his or her attitudes, or skills in a certain 
area.  Counsellors may be asked to record communication skills, 
degree of social interaction, or self-esteem. 
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PEER REVIEW 

What are they A peer review is done by comparing like groups of people who usually 
do the same thing and who are rated, or choose to be rated, by such a 
group.  Peer reviews are a good measure of how the people in the 
group see their counterparts. Usually, people who do the same job as 
you are the best ones to provide comments, input, praise and 
constructive ideas on how to do what they do better, as they know 
what is involved in doing that activity.    

When do you use 
them? Who uses them? 

Where are they used? 

In all cases of peer reviews, the review process has been well 
designed, and the purpose is to find out ways to improve how the 
person does their job or acts in a certain situation.  It should be 
constructive. Most often, peer reviews are done by groups of 
“professionals”, for example, a group of doctors, nurses, managers, 
etc, may want to look at how they are doing compared to others in 
the same occupation.  Sometimes, it is a group of students who may 
want to rate each other’s performance, attitudes. 

They can be done at most places of work, at school or in a program. 
The feedback is expected to be positive and the aim of the review is 
to help the person improve. 

Examples  A group of social workers may want to have a peer review by their
“peers” to see if they are providing the proper counselling, if they
are doing charting in the same way, how others perceive their
work or if they are finding they are having problems with their
clients.

 Sometimes peer review can be called feedback from the group,
such as in a workshop setting where people are learning to do
presentations.  In many cases, the instructor gives feedback.  With
a peer review situation, the other students who are taking the
course also provide feedback to the student

 The “Toastmasters International” has been set up to be a peer
review system.  Following a “presentation”, the other members of
the group follow a certain format to provide feedback to the
presenter that will help that person improve their presentations.
Feedback is always given in a constructive manner.
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PROCESS CHARTING 

What it is/what it 
does? 

Process is how something gets done. It is closely related to efficiency. 

Process can apply to a lot of areas in a program, such as applications, 
intake, funding, proposals, etc. It should be seriously reviewed when 
any kind of service is involved. 

It will indicate efficiency, and help estimate speed of the service. It is 
also a check to see if there has been any item overlooked in your 
system. Has anything been omitted? Is this process unnecessarily 
complex or is there duplication? 

The trick is to try to work smarter, not harder. 

Uses: When the question is: “How do you get the work done in your 
program?” 

How to do it Walk through your procedures and draw each stage of the process 
out. Take each activity and break it down to the smallest task. What 
you can also do is tag each one with the amount of time it takes to get 
each step done, or, how long that particular task takes to get finished. 
After that, ask these questions: 
At each stage, ask if it was a necessary step. 
What would happen if left out? 
Are there any bottlenecks?  
Can you leave any steps out and still get the job done? 

Examples: One easy example is any program that involves registration or 
applications. An application has to go through a number of hands 
before it is approved. Applications can get lost, drag on forever and 
are quite often it is a nuisance to try to track down the status.   

In the health field if you want to see a specialist, there is a process. 
You go to the doctor or nurse who then decides if you need to see a 
specialist.  An appointment is made from the doctor’s office and a few 
weeks later off you go. If there were no screening process here the 
specialist would end up dealing with a lot of things that could have 
been dealt with somewhere else. And because of the amount of 
patients, the really sick people would have to wait a long time to get 
in to see the specialist. And they could get sicker in the meantime. 
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Say I had trap lines covering a 100-km area. If I went to check the lines 
and went from one end of the trap line over to the other end of the 
trap line and then went back to the middle of the trap line, I would 
have wasted a lot of time and energy.  Process looks at how I go 
about doing my work 

It may only take 20 minutes to sort out an application once you get 
your hands on it, but it may take a month to process it. Why? An 
example follows. 
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RECORD REVIEWS / CHART AUDITS 

What are they? Record Reviews and Chart Audits are basically a review of the records 
kept on a group of people or an individual. A record review or chart 
audit can also be a review of the files that you keep as a part of your 
job.  

What can they tell you? They can tell you a number of things; if the paper work is complete; 
they can give you a history of a person’s treatment or situation; they 
can show you if there is a problem getting things to happen. They are 
useful for getting numbers for monitoring, like school attendance 
records on #/age, reading levels of students, absent 4 or more weeks 
a semester etc. 

When are they done? They are done when you need to seek out a pattern in a client’s 
file(s), or as a part of routine to see if the jobs are being done 
according to a set standard. They can be done on a revolving basis, 
that is, once every year or once every 5 years, depending on the need.  
These are often done when there might be a problem with a service 
or to check performance of a program or individual working in a 
program. 

When they are done is determined by the supervisor or may be set as 
part of the accountability of a program, but set time periods are 
usually established prior to doing them. 

Reasons for Record 
Reviews or Chart 
Audits 

Client chart audits - when the program involves clients, in a 
counselling or other setting, client chart audits are done to ensure 
that the right information is being recorded in the chart. This will give 
the basic information needed to follow a client’s progress, the type of 
counselling advice given, or problems and problem solving.   

It is necessary to keep proper charts for many reasons, and one 
common reason would be for legalities.  Client chart audits can be 
requested if a court case requires them, for example, in a case where 
there may be negligence on the part of the program. 
Other examples include the monitoring of the health of an employee  

Questions that can be documented are whether or not the worker is 
doing their job properly.  If the information is not recorded, the 
worker is not able to prove that they are doing their job. 
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Continuity Continuity is important too. For example, if a worker is asked to 
provide counselling, they need to outline the steps involved and keep 
the necessary forms in the chart.  If the client worker leaves the 
program, another person should be able to take over the case.  Poorly 
kept records will not be able to help the program justify action taken. 

Advantages They can help to point out client behaviour. They are not expensive. 

Disadvantages They will only be as good as the notes that are kept.  Getting access 
could be an obstacle. 

Trends   

Intake recording 

Confidential 

Filing system 

Chart/File guide 

Formal audit 

Look for trends in each record (each person) 
Look for trends between records (between all the people) 
Inter-rater reliability - if someone else were to check the same file 
would they find the same thing? Try it. 

Before opening a new file, determine the kind of information that you 
would need to monitor the client. Then set up or design some fast 
tracking tools that will help you to when it comes to recording the 
information. These kinds of tools could just be sheets of paper with a 
list of dates of visits, or test scores over time, or weight charts etc. 
This way you don’t have to go fishing through volumes of information 
to get what you need.  

Client information is confidential.  Charts should always be kept in 
secure places. Not just anyone, including the evaluator, has access to 
client files. 

Find people who can help set up a basic filing system to keep track of 
client files.  Once established, review charts to see if they are in good 
order.   

Develop a set of basic guidelines for what is needed in a chart and the 
type of notes, forms and sheets that are required, either by the 
program or by law, in the chart.  

When it comes to a formal audit, all the necessary information will be 
in the chart and external auditors will be able to provide your 
program and any program funders the assurance that you are running 
the program, operation or service properly.  This not only gives 
confidence to your program funders, but to the public and to the 
people served by your program. 
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QUALITY ASSURANCE 

What is it? Quality assurance is a way to ensure that things are manufactured or 
services are offered consistently at a particular level of quality. A 
quality approach to management stresses client satisfaction, 
employee involvement and innovation. It is built on best practices, 
lessons learned and continuous improvement. 

Types/techniques There are many types of quality assurance techniques, but standards 
are the most commonly used. You can compare yourself to 
standards used by other jurisdictions.  

Ways to encourage quality would be to ensure that: 

- Everyone understands where the organization is headed and 
understands their role in the process 

- There is respect for employees who are encouraged to develop 
their potential 

- Primary focus is client centred 
- Cooperation and teamwork are a way of life 

How to do it Assurance means that you have to do some testing. You have to 
periodically test items to see if they are of good quality. 

Examples - If half of the parkas made fell apart the first year, it would be an 
indication of poor quality. 

- A kayak that sold worldwide and had a 25-year life span, would 
be a high quality product.  

- In a restaurant -  people unknown to the staff would go in and 
have a meal and then the staff would ask them how it was. They 
will tell you if it was good, bad, or indifferent. It is a mistake for 
any manager in the service industry to assume that their quality 
remains the same from year to year. They have to be on their 
toes all the time. It should not be any different with community 
programs. It should be ensured that the quality of the service or 
program is good. 
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QUESTIONNAIRES 

What are they? Questionnaires are simply a set of questions for someone to respond 
to on paper. The questions can be “closed”, asking for a yes/no, or a 
true/false, or multiple choice. The questions can also be “open” where 
you ask the person to write their own opinion. 

When do you use 
them? 

When you need to reach a large number of people who are not close to 
you; when you want people to answer honestly without 
embarrassment; when you are unable to make direct contact with 
people, 

Advantages • They are quick and give a fast return
• They are easy to tabulate.
• Can be done by mail out, computer or on-site.
• Allows people to state views/comments in their own words,

allows for quotable material.
• Can be efficient and take little time for a respondent.
• Produces standardized data that can be analyzed statistically

Disadvantages • Can be tricky to design
• People can misinterpret a question,
• Can be expensive,
• Response rate is usually low,
• People lose them/forget about them,
• They can be difficult to compare /interpret

Tips 

Keep your questions 
very clear!!!! 

Keep your questions 
to a minimum 

Format 

Make sure you know exactly what it is that you want answers to. It is 
easy to have loads of questions, unfortunately they may not tell you 
very much!  

There should be absolutely no room for interpretation. You don’t want 
10 people reading the same question and thinking that it is asking 5 
different things. If this happens your data will be useless! 

You might tire the respondent so they give up half way through and 
then you end up with no answers at all! 

Format is important too. The questionnaire should be pleasing to the 
eye, not sloppy or poorly presented. If the format is too busy, or the 
type is too small, or you keep switching the style of the questions 
throughout the questionnaires, you will confuse people and may end 
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Question placement 

Question phrasing 

Types of Questions 

Return envelopes 

up with them making a mistake with their answers. 

The sequence of your questions has to be considered. Sometimes, 
asking one question may influence how the person responds to the 
next question. They may make a connection between the two 
questions that you did not mean for them to make. So double check to 
see if where you place each question can influence the questions 
around it. 

Even though we try to stay neutral, cultural and social bias can creep 
into our language, and people may “read between the lines”.  The way 
that you phrase the questions is important. People should feel like they 
can tell you the truth without feeling badly about themselves or a 
situation. Try to take the emotions out of a question. Try not to make a 
judgement on whether the answer is a good one or bad one, and try 
very hard not to influence the person into giving you the answer that 
you want to hear! 

The next consideration is “open ended” vs. “closed” questions.  On an 
open ended question, you can get lots of detail and lots of information, 
providing the person has time to write it. If you expect them to write a 
full paragraph on something, you are probably not going to get it.  You 
also have to have a way to sort out all the information. You have to 
have a way to collate it.  What does that mean?  It means that if you 
have, 7, 8 or 9 lines of text, how are you going to translate it? You are 
going to have to figure out a way to take that information and to 
translate it so that you can understand what everybody is telling you. 

You may look for certain words in a paragraph that you want to 
classify. It takes a lot of time, so be careful in your application of open-
ended questions.  It’s probably best to stick to maybe 2 open-ended 
questions.  

If you send a questionnaire out by mail. It is unlikely that you will 
receive more than a handful back if you do not provide people a means 
to return it. Why should they spend their money on a stamp for you? 
Make it easy for them and include a self-addressed envelope, or, have 
the questionnaire-formatted do that it can be folded up and mailed.   
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Mail-out cost and time 

Translation 

Legality 

Letter of introduction 

Timing 

Instructions 

The post office can give you bulk mail out (third class) mail rates if you 
have a lot of mail outs to do that are not heavy. Don’t forget to 
calculate the costs on the way to the respondent and on the way back. 
You must also estimate that it takes time for a letter to be delivered, a 
few days for the person to “get around to it” and then more time to 
get the questionnaire returned to you. If you are under a deadline you 
may want to look at alternative methods. 

Have the courtesy to have your questionnaire translated if it is 
necessary. Also be aware that some people cannot read, or may be 
functionally blind. You may need another method to get information 
from them. 

If you are asking questions of someone where they may tell you 
something illegal are you prepared for the consequences? What if you 
promised that the responses are confidential? What do you do? If 
there is any doubt, have a lawyer check over the questionnaire. 

Always send along a letter of introduction.  You may think that people 
know what you do and who you are, but in fact they may not know 
anything about you.  Your letter of introduction is to help persuade 
people to do the questionnaire and will also help establish your 
credibility.  It’s the first thing that they are going to see, and you have 
to be able to convince them to take part.   

A letter of introduction should also include what’s going to happen 
with the results, how they were chosen as a participant. If the 
information is confidential, you must tell them that you will respect 
their confidentiality. Give them a contact or a phone number, so that if 
they have questions they can call you. 

People are questionnaired to death! People in the NWT are consulted 
and given questionnaires on a regular basis. Possibly hundreds of 
surveys or questionnaires are out in the communities floating around 
at any given time.  So beware, if you know of anybody else that is 
having a survey or questionnaire done during a time that you are 
planning yours, you may want to look and see if you are talking or 
trying to survey the same people.  If so you should probably re-time 
your survey because people get a little bit annoyed when they are 
constantly being asked to fill out forms. 

Make sure that the instructions for answering each type of question 
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Collating Sheets 

are easily seen and are very clear. Don’t assume that people will know 
what you want them to do. If “1” is the highest score, let them know. If 
“5” is the highest score let them know. If using a “forced choice” 
format where you want people to chose between items, tell them to 
choose one (or two or however many you want them to choose) only. 

If you want them to prioritize 1, 2,3,4,5, make sure that they know to 
prioritize, don’t assume that they will figure out how to fill this 
questionnaire out by themselves.  Always try to have a clear example, 
in front of every type of question that you might ask.  Don’t leave 
anything to chance. 

It is a great idea to pre-test your collating sheets and decide 
beforehand how the information will look when you capture it. Decide 
with you team how to “code” the information so that everyone does it 
the same way. Have these collating sheets designed along with your 
questionnaire. 
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SURVEYS 

What are they? A survey is a system for collecting information to describe, compare, 
or explain knowledge, attitudes and behaviour. With a survey you 
may not have any connection to the people that you are surveying. In 
other words these may not be people that participate in your 
program. 

When do you use 
them? 

Use a survey when you want to reach many people in a short time 
period. These would be people that you would not ordinarily come 
across. If you have chosen the right people to talk to and the right 
number of people, (your sample is appropriate) then you can make 
statistical calculations on how much the responses that you get would 
be reflected in the general population. 

Advantages ♦ They are fast.
♦ They can be free from measurement error, which means that the

way they are carried out and analysed from person to person will
remain the same and your results are more likely to be accurate.

♦ They are stable. That means that the test will give you similar
results each time you use it. It cannot be influenced by factors
around it like the weather, a bad surveyor, a rotten day etc.

♦ Inter-rater reliability – No matter how good or poor your surveyor
is, they may influence the results. If 2 or 3 people all administer
the survey, and analyse the data, they can be assured that they
are accurate because everybody will score the results in the same
way.

Disadvantages They can be expensive. A poll conducted by the big polling houses like 
Gallup can cost thousands of dollars, and they are not always 
accurate. In 1989 the Gallup people did a poll before the British 
elections and said that Margaret Thatcher would lose in the worse 
defeat in British history. They were very embarrassed when in fact; 
she won the election with the biggest landslide victory in British 
history. 

It also takes extremely careful consideration of the questions before 
they are released in the poll or survey. There can be absolutely no 
ambiguity or room for misinterpretation. You must be very clear on 
what it is that you are trying to find out, what your objectives are in 
doing a poll. 
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It takes lots of people to go out and do the survey. They can go door 
to door, or to local meeting places, but they have to be on the move 
in the region or community. 

Tips 

Ask the right questions 

Clarity 

Personal Info 

Consult a statistician 

The best surveys have specific objectives, straightforward questions, 
sound research design, sound choice of sample, reliable/valid tools, 
the right analysis, accurate results reporting, and adequate resources.  

Questions are directly related to the objective and they are usually: 
concrete (ask during a time period and are precise), use complete 
sentences; are open/closed. 

Be very clear on what you want to find out, and be cautious of adding 
or piggybacking questions on to your survey. If you are surveying 
people about education, and then all of a sudden start to ask them 
about the environment, they may make a connection that is not really 
there. Or, they may want to know what one item has to do with the 
other. They may have agreed to talk to you about education but not 
the environment. Just because they have agreed to talk to you does 
not give you the opportunity to ask anything that you want. 

Be careful of how personal the questions are. If you are interviewing 
on a street corner and you ask a total stranger about condom use, 
you might get hurt. Many people are shy talking to strangers about 
religion, political affiliation, their income, sexual relations, alcohol 
use, or abuse of any kind.  

Figuring out the sample size can be difficult if you are not comfortable 
with statistics. If you want to make educated guesses on the data that 
you’ll receive as to how much it represents people at large, you need 
an accurate sample of the population. Seek the help of a statistician. 
They can help you with this technical piece. If you ask them to look 
over your survey before you go into the field, they can advise you as 
to what the data might be able to show with the proper statistical 
formulas.  
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SCALES AND TESTS 

What are they Scales are instruments that are used, asking a question and then 
asking a person to rate their response to a particular question or 
situation. Scales are used also to get people to rate things.  They 
could be rating the service; they could be rating a feeling, they 
could be rating a value, but you’re trying to ask people where 
something will sit on a scale. 

When do you use 
them? 

You would use a scale when you want to see the pattern of how 
people are reacting to something. 

Advantages Scales are easy to administer, they are easy to score and code. 
Scales are relatively mobile.  You don’t have to carry a lot of 
equipment with you when you do a scale.   

Disadvantages The disadvantage of a scale is that they’re very difficult to do 
properly. Scales can be difficult to format properly. 

Another disadvantage of a scale is that how you interpret that scale 
has to be accurate.  You cannot take the answers that 15 or 20 
people have given you on a scale and add all their answers together 
and come up with an average.  It’s inaccurate to do that because if I 
rated some thing as a 10, and you may have rated it is a 6.  In fact in 
our minds we may feel the same way about that item but the way 
that you score something and the way that I score something may 
be different. 

Clarity 

Data collection tools 

What you ask the person has to be extremely clear, you must give 
instructions on the scale.  At the top, 5 is high and 1 is low, or does 1 
mean #1 and 5, is there 4 down the row is not a good rating.  So you 
have to be very clear, if you ask someone to do a scale, try to get it, 
it’s easier to do 1 – 5, then it is 1 – 10.  1 – 10 is difficult for you to be 
able to know the difference between 6 and 7 or the difference 
between 3 and 4.  The difference maybe so slight that it is 
negligible, that it is almost not there.  It’s probably better to do 1 – 
5. 

Make sure if you’re doing a scale that you have you’re data 
collection tools all ready prepared, just before you test your scale, 
because it will tell you if you’re going to be able to collect the data 
that’s going to give you information of something. 
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Questionnaire criteria 

Expert review 

Phrasing 

Data collection tools 

Formats 

If you are developing a scale, you should look at the criteria for 
developing a questionnaire because they’re quite similar, the scale 
has the same thing.  What you ask the person has to be extremely 
clear, you must give instructions on the scale 

Have your scale reviewed by an expert in your subject area. 

Whatever way you phrase a question, be consistent throughout 
your whole scale because people will not read instructions more 
than once and if you switch it midway through, you’re going to 
confuse them. 

Make sure if you’re doing a scale that you have you’re data 
collection tools all ready prepared, just before you test your scale, 
because it will tell you if you’re going to be able to collect the data 
that’s going to give you information of something. 

There are many different formats for scales. They are attached on 
the following pages.  
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VALUE FOR MONEY 

What is it Value for money means that you getting the most for your money. Is your 
money being well spent for the results that you achieve? 

How do you do 
it? 

To do this research, the following design will help: 

Start with your budget.  Start up-costs: equipment; lease hold 
improvements, advertising/ promotions; signage; moving costs, staff costs. 
Whatever it costs you to provide this program. Second, pull data from your 
client or service files: (how many people or animals, or miles or what ever 
can you draw from that might take advantage of your program or service) 
What are the numbers of people or items that you work with? (Try a weekly 
count and average it over a month) 

Look at specifics: 
Staffing: How many staff do you have, what kind of staffing mix and how 
much do you pay them per hour. Include overtime and back fill if necessary. 
Again, you can estimate these costs.  

Time: Time is money so we have been told. So, we will try to see how much 
time it takes to get a particular job done. Say you have to tag polar bears. It 
may only take 10 minutes to sedate the bear, examine the bear and put a 
tag on the bear.  You would perhaps have a person to sedate the bear and 
record the data and then a biologist would do the examination and tagging.  
Say they make 25 dollars an hour. You might estimate that 25 x 2= $50 
dollars. Since it only takes 10 minutes to work on the bear you might divide 
the hour by 10, and say that it costs $5 to get 10 minutes worth of work 
done.   It seems straightforward until you realise that you need to go and 
find the bear, hire a pilot and helicopter to get you to the bear, stay in a 
hotel on your way to get the bear, etc., and all of a sudden it becomes a 
little more expensive. 

Always look for hidden costs. The bottom line: How much is it costing you to 
do business?  What is the cost per unit? (A unit could be a person, a tree, a 
mile of highway, a polar bear etc.) 

This is only the dollar side of the equation. There are a lot of factors that 
have to be considered that do not have a dollar value. Human life and 
quality of life are very difficult when it comes to putting dollar values 
anywhere near them. In most cases it comes down to a judgement call as to 
what is good value or not. What you can do is point out all of the good 
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things that have happened as a result of your program that do not have a 
dollar value.  

Considerations  How many jobs were created?
 Was there value in treating someone closer to home?
 Were people learning things in order to use them for future community

benefit?
 Did things move faster, i.e. more efficiently?
 Did it make life easier?
 Were there benefits down the road for some other program?

The point is to make sure that you present the both sides of the coin. 

Examples  An example would be a vacation. Say you spent $1,000 to go on a cruise
around Alaska, and you were on a big ship your bedroom was 10 feet by
10 feet.  Say your neighbour was on that same ship, but thought the
10x10 room was just too small, so they paid $2,000 dollars for a 12x12
room. Did they get good value for their money? For one thousand extra
dollars they got an extra 4 square feet on their room; did they get good
value for their dollar?

 Let’s say you have a program where you can help 10 people a day. It
costs you $5000 to run this program every day.  That means that for a
$500 investment every day, those 10 people get help. Is it worth it to the
community?? Why are the costs so high? Is there a better way to
operate where you could get the same results and make your money go
further? In the following lets outline some of your costs and resources

Example of a 
program budget 

Program budget:    Overhead costs: 

Gov’t grant/contributions  Rent 
Fundraising   Staff development 
Legacy   Utilities 
Fee for Services  Telephone 

 Insurance 
 Supplies 
        Travel  
 Salaries & benefits 
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(COST) EFFICIENCY MEASURES 

Definition: measures the cost, unit cost, or productivity associated with a given output 
or result.  It can also be looked at as a ratio of things done to show costs and usually 
how cost-effective it is to do an activity. 

Examples of efficiency measures 

• Cost per student in a course
• Cost of students graduating from a course
• Cost of vaccination/cost of care
• Cost per day per client at YCC
• Average processing time/rate of hourly pay
• Cost of keeping a hospital bed open
• Cost per meals on wheels vs. cost per housekeeper
• Ratio of teachers to students
• Ratio of paved highways to unpaved highways
• Average cost per client served
• Average cost per inspection
• Average time to process license applications

Efficiency measures are usually related to ratios where a relationship between an input 
and an output can be expressed.  If I use ordinary gasoline (0.15/liter), I might get 10 km 
to the litre.  If I use high octane gas (0.20/liter), I might get 15 km to the liter, If I 
compare the price of the gas, to the mileage, and then compare gas prices to each type 
of gas, I know where my best buy will be.  It is pretty close to a simple cost/benefit ratio. 

When Do You Use Them? 

Use efficiency measures when you want to assess the “best value for dollar spent” on a 
program or service. 

Tips: 

• Does the measure compare items?
• Is cost or volume included?
• Will the measure tell you something about improving your service or

program?
• Can the measure be broken into a per unit basis?
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Good efficiency measures will help you to compare items on a per unit basis.  They point 
towards cost effectiveness and productivity. If it cost $10, 000 to go to Edmonton for 
training, it would be good to compare the cost of bringing a teacher up north for $5000, 
where they could train you and four co-workers instead. 

A poor efficiency measure would not tell you anything that helps you make a decision. 
The cost of a medevac would be a good example. Policies stipulate that clients shall 
have access to appropriate care; in an emergency situation where no appropriate care is 
available a medivac must occur even if it costs thousands of dollars.  The cost of the 
medivac itself is not helpful.  What is helpful is looking at if there is other safe 
transportation available, if the patient actually needed the medivac, providing services 
closer to the area, etc.  This gives you more information on which a policy can be made 
or a program improved. 
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OUTCOMES 

What are they Outcomes measure the impact that a program has.  They are the 
desired result of the program, activity, or service.  Outcomes are 
what you are striving to achieve in the long run.  They let you know 
that you are coming closer to your goals, through the 
implementation of your strategies.  It can be thought of as the ratio 
of things done so well that they have made a difference (impact) so 
that things are improved 

Examples Outcomes come in all shapes and sizes. A few large (broad) ones 
would be: 

• New knowledge
• Healthy Communities
• Changed behaviour
• Zero incidence of crime
• Changed attitude
• Safe roads
• New skills
• Improved health

Each program, service or activity should be done with a view to the 
“big picture” or the result.   Here are some questions to ponder 
about your program.  Why does your program exist? 

 To give you a job?  (Doubtful, this is an input)
 To pass out pamphlets?  (Probably not, unless they were useful

as a means to an outcome, such as increased awareness, but
this is an output)

 To produce paper cheaper than contracting? (no, this is only a
means to an end, an efficiency measure)

 To use your professional standards?  (not likely, standards are
applied only to help the profession and quality of the practice)

 To have NWT people make educated decisions when it comes
to safe/effective trapping?  Yes! This is why you do what you
do!

Description Measures can translate roughly into short term, intermediate and 
long-term outcomes. Some things happen right away, some take a 
while to get and even some outcomes take generations to achieve. 
Ultimate outcomes take years, and can be achieved when short 
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and medium outcomes happen.  You set the stage for a break 
through somewhere in the future.  Behaviour change and attitude 
changes are the toughest to achieve and can take many years but 
the pay off is high and very important. 

Remember that your outcome measures may not fall cleanly into 
one category.  Sometimes they may bridge between short-term 
and intermediate or intermediate and long term.  Don’t worry 
about this.  If you have a good outcome measure, use it even 
though it doesn’t fit into the box. 

Types of Outcomes –  
Short Term Outcomes 

Short-term outcomes 

These can be defined as the immediate result of your program 
efforts. 

These are the first benefits or changes that the “clients” may feel 
or experience.  Just the activity alone may or may not have lasting 
impacts in a community, family or individual.    However, they are 
not usually the long-term result that you are looking for. 

Examples of short-term outcomes: 

• % of students trained who have jobs 6 months after training
• Increased awareness of the negative effects of alcohol or drugs
• Client satisfaction with services
• Sobriety maintained for 3 months
• Students are able to demonstrate skills for use of new

technology in the workplace
• Adolescents have increased knowledge of substance

abuse/addiction
• Homeless people can safely come off the streets to use the

shelter
• Homeless people do not die of cold or suffer frostbite
• Caregivers get respite with home care subsidies
• 100% of all hunters are using humane leg-traps

Intermediate Outcomes Intermediate Outcomes 

These “in-between” outcomes link program short-term outcomes 
to longer-term outcomes.  It falls in the middle of short and long-
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term. Don’t be overly concerned if there are overlaps. 

Examples: 

• Children can hold a 10 minute conversation in a foreign
language

• One year after training, students are employed on a full time
basis

• 50% of all managers in the GNWT have demonstrated
appropriate use of the GNWT Human Resource Policy

• 50% of all NWT community governments are happy with the
level of service provided by the xx department.

• Proper use of performance appraisal for compensation
packages and recognition, results in a 50% increase in GNWT
staff morale and retention

• 50% of all aboriginal communities assume responsibility for
implementing their language plans.

Long Term Outcomes Longer-term outcomes 

These are ultimate results you want to see as a result of your 
efforts.  It means real change, growth or development at the 
highest level that you can achieve.  Longer-term objectives are 
more difficult to track and it can be more difficult to measure 
direct program or service outcomes.  For example, the fact that so 
many roads are paved is direct, but it is more difficult to determine 
the long-term benefits on tourism or safety or an improved 
economy over the long term.  The long-term goal of healthier 
children is difficult to measure because of the large number of 
areas that can impact on this becoming a reality. 

Examples of long-term outcomes are: 

• A healthier population
• A better educated population
• Longer life
• Happier children
• Safer communities
• An informed, concerned public
• Children exhibit progress towards age appropriate motor,

verbal and social skills
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• Age expectancy increases to the age of 95
• Trappers gain economic independence through the acceptance

of fur industry
• The economy is stabilized
• Child poverty is eliminated
• A negotiated settlement acceptable to all parties
• A good job for every NWT adult
• The quality of life for NWT residents is enhanced through clean

air, water and the natural environment
• Sustained annual increase in jobs in the goods and services

producing industries over the next 10 years
• Community governments are directly accountable and

responsible to their residents for program management and
delivery

• Free utilization of community justice committees
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OUTPUT MEASURES 

Definition: Units of services provided, products provided or people served by 
government or government funded programs.  A count of the goods and 
services produced. 

Examples ▫ Number of operations done
▫ Number of students graduating
▫ Number of counselling sessions
▫ Number of roads paved
▫ Number of educational

materials distributed
▫ Number of participants served
▫ Number of students enrolled in

an adult education course
▫ Number of minutes it takes to

drive to X

▫ Number of miles driven
▫ Number of hours to deliver a

service
▫ Number of arrests
▫ Number of crimes investigated
▫ Numbers of data entered
▫ Number of hours of patrol
▫ Number of responses to calls

for service
▫ Number of vaccinations given

to children

When to Use Use output measures when you want to show production. Output 
measures only tell you how much was done, not how well or efficiently 
it was done. 

What do these tell you – they tell you volume.  Volume is how much 
work is processed or the quantity of items produced.  Some will say that 
outputs are not useful, but from a management perspective they are 
very useful.  If you had a triple demand for your service (input) and only 
2 staff (input) your output, (how much work you can manage to get 
done) will suffer.  Outputs can help you make a really clean case that 
your inputs (money, time and staff) are insufficient to meet your 
expected or target outputs.  Having said this, the caution remains – 
outputs won’t tell you how good your service is. 

Tips  Are they measurable/countable?
 Are they clear?
 Are they product or service oriented?
 Does it relate to inputs?
 Does it show quantity or volume?
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PERFORMANCE MEASURES 

Definition: INPUT 
MEASURES 

Financial and non-financial resources that are used to produce 
outputs.  (Things) 

Examples Money/budget allocation 
Number of hospital beds 
Staff and staff time 
Volunteers and volunteer time 
Facilities equipment and supplies 
Number of student spaces 
Number of cars/trucks 
Postage 
Travel time 

Number of clients or customers  
Number of vaccinations 
Number of applications  
Hours of training 
Years of schooling  
Printed material 
How long it takes to do something 

Good Inputs Good inputs are clear, countable or measurable and usually are easy 
to collect.  They are surrounding you.  They are all the things that you 
or others use in order to get the job done.  They can also be the 
demand put on your program or service, such as how many people are 
calling on you or knocking at your door for services 

Poor inputs are not measurable or clear.  A poor input might be 
something measured that does not tell you anything.  In other words, 
don’t count your paper clips.  It usually doesn’t make a big difference 
to your program in the long run.  Perhaps you have worked really hard 
on a project, logging the hours that you spent, but don’t try to 
quantify your energy expenditures.  “But I worked really, really hard,” 
doesn’t lend itself as a good measure. 

Tips  Can it be measured?
 Is it clear?
 Is it easy to collect?
 Does it relate to outputs?
 Is it consumed or used up?
 Did it show/reflect a demand for service
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What is a Logic Model? 

The development of a program logic model is designed to provide a map of what a program is 
intended to do (Owen with Rogers, 1999).  A logic model can be defined as “as illustration 
of...how the activities of a policy, program or initiative are expected to lead to the achievement 
of the final outcomes”.  Various authors have used slightly different terms to describe this 
concept: Patton (1997) proposes a “chain of objectives”; Funnell (1997) refers to a “program 
logic matrix”; and the Treasury Board Secretariat of Canada uses a “results chain”.  All these 
concepts flow from the same basic premise that it is necessary to identify a program’s 
underlying theory of action, and how program components fit together based on that theory to 
achieve the desired outcomes. 

Building on these concepts, PRO presents the following three types of logic models in this 
guide: 

• The Basic Logic Model
• The Outcome Hierarchy Model
• The Theory of Change Model

A program logic model is not an end in itself - it provides a tool which assists with 
conceptualizing a program and provides a basis for monitoring and evaluating performance.  It 
provides a useful analytical tool for clarifying need and monitoring programs.   Adaptation and 
adjustment of the logic model may be required as a program evolves, or as the evaluation focus 
shifts.  Regardless of the format, all logic models are based on a series of “if-then” assumptions.  

The notion of a logical “if-then” relationship between actions and outcomes is intrinsic to the 
definition of a program, which can be thought of as “an intervention aimed at addressing a 
perceived problem or meeting a perceived need in society”.  The program theory is the 
rationale for why specific actions should produce desired outcomes. These concepts are 
discussed further.  Most programs cannot be expressed as simple two-element “if-then” 
relationships, but requires a chain of “if-then” relationships to describe the intricate linkages 
among actions, outputs, and a series of outcomes. 
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Selection of the Program Model 

The most common (basic) logic model format is a matrix or chain which includes several of the 
following key components: 

· Inputs (resources and activities)
· Outputs (activities and/or products)
· Stakeholders or audience
· Outcomes (generally presented as short-term, intermediate, and long-term)
· Assumptions

Many authors propose that a logic model be developed by starting at the left hand column 
(inputs or activities) and completing the columns until long-term outcomes are reached.  
However, the Kellogg Foundation (2001) recommends that it is important to “do the outcomes 
first”, to ensure that the model includes short and long-term outcomes that predict what will 
be achieved several years down the road. 

· Activities - refers to actions undertaken as part of program implementation (resources are
a component of activities) 

· Outputs - refers to tangible products and services that result from the activities

· Outcomes - refers to specific changes in program participant’s behaviour, knowledge,
skills, status and level of functioning.  For the purposes of this paper, no distinction will be 
made between short-term and intermediate outcomes, and all outcomes will be 
considered to be “outcomes of interest” as defined by Mohr.  These will become the focus 
of the proposed impact evaluation framework 

· Ultimate outcomes - refers to the fundamental change occurring in communities or
systems, at least in part as a result of program activities, over the longer term.  Ultimate 
outcomes cannot be attributed directly to program activities, as other societal factors will 
also influence their achievement 

Program logic models can be described in narrative form, presented as simple or complex 
matrices, as simple line diagrams, as cascading lines of text, or as intricate flow charts.  Graphic 
illustrations may flow vertically or horizontally.  The components of program logic models also 
differs, depending on a number of actors - including the preferences of the evaluator, the 
complexity of the program, the stage of the program at which the model is being developed, 
and the intended audience. 
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3 Types of Logic Models 

Type 1 – Basic Logic Model 

Inputs Program 
Activities 

Program 
Outputs 

Short Term 
Outcomes 

Medium 
Term 

Outcomes 

Long Term 
Outcomes 

 Type 2 – Outcome Hierarchy Model 

Outcome Hierarchy Indicators of Success Factors Performance 
Information 

Type 3 – Theory of Change Model 

OUTCOMES 
Inputs Activities Participation Learning 

(Reaction leads 
to Knowledge) 

Action 

(Attitude Shift 
leads to 
changed 
behavior) 

Impact 

The remainder of the guide will take you through examples of each of these types of logic 
models and how you could apply them.  Choose the model that works best for your program.  
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EXAMPLE OF LOGIC MODEL TYPE 1 – BASIC MODEL 

Inputs Program 
Activities 

Program 
Outputs 

Short Term 
Outcomes 

Medium 
Term 

Outcomes 

Long Term 
Outcomes 

Program Activities 

 

 

Program Outputs  

What will you produce? 

The program outputs simply ask for counts of things so that you keep track of the traffic in the 
program and capture data for monitoring.  It is the “outputs” that will eat up most of your 
resources.  Here are some examples: 

· Training
-3 winter survival sessions (4 hours each) x 15 people.  Each person gets 12 hours of 
instruction 
-2 summer sessions (4 hours each) x 15 people.  Each person receives 8 hours of 
instruction 

· Seminars
-3 hour seminar in “what to do if you get lost” provided to 10 schools x 40 children in 
attendance per school.  400 children receive the message. 

• 3 sessions in outdoor winter survival
• 2 sessions in outdoor summer survival
• 1 seminar in what to do if you are lost

• First Air certification plus education on searching where there is medical concern (trauma, senile,
dementia, Alzheimer’s, hypothermia) 

• 3 search classes - Air spotting, land tracking, and coast guard search
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If the search is successful, a life will be saved.  Because of the training, in the longer term there 
will be fewer deaths, the trained people will be able to help others become prepared, and they 
may pass along their skills.  The prevention of disasters may be a result.  If training can prevent 
people from getting into trouble on the land, there will be fewer days lost at work to employers 
who let their staff have time off for searches.  There will be cost avoidance for the rental of 
equipment, gasoline, aviation fuel and possible medivac or coroner inquiries. 

This model works by assigning measures that are usually time bound, to an activity.  Unless the 
activities are linked back to a solid program theory and the hierarchy of outcomes, there is a 
danger that there will be a “disconnect” between what you propose to, (X) and why it should 
result in the outcome you wish to attain (Y).  Sometimes your program may over-reach its goal, 
meaning, be realistic and honest in what you can achieve.  If you write your outcomes so big 
and beyond the scope of your program, both you and your community will be disappointed. 

PROGRAM
ACTIVITIES 

PROGRAM
OUTPUTS 

SHORT TERMS
OUTCOMES 

MEDIUM TERM
OUTCOMES 

LONGER TERM
OUTCOMES 

Deliver Survival 
Class 

# of classes 
# of participants 
# or hours 

The people who 
are trained are 
able to survive in 
the bush or on 
the land 

Cost avoidance 
of medical 
intervention 

Transference of 
skills to family or 
towards 
community 
members 

Public Safety 
Teach Search 
Classes 

# of people 
certified 10% 
reduction in 
number of 
people who get 
lost 

# of people 
available in each 
community who 
can participate in 
a search 

Quicker 
response time in 
an emergency 

Lives are saved 

Quicker 
response time 
leads to a 
greater chance 
of finding a 
person alive 

Cost avoidance 
of long, drawn 
out and costly 
searches 

Recognition and 
use of 
appropriate 
traditional on 
the land survival 
techniques re-
establishes 
cultural identity 

Community is 
working towards 
self-sufficiency 
by being able to 
respond 
effectively 
towards crisis 
implementation 
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It should be noted that categorization of various components, a logic model or evaluation 
framework according to these terms can be an extremely subjective process.  No two 
evaluators are likely to come up with precisely the same categorization.  Further, depending 
upon how it is phrased, the same concept can be considered an outcome or a measure. 

Testing the programs theory is more than just a test of the logic of the program. It sets the 
manager up to select the proper measures for monitoring and evaluation. The beauty is that if 
the data comes back and shows something is not working, this kind of model can point to 
where the problem may lie. 

IF-THEN RELATIONSHIPS 

Before we begin working through the following models further, a brief discussion of if-then 
relationships and the theory of changes is necessary. At the heart of the logic model is the 
clarification of objectives or outcomes - i.e. what is the change that we are trying to bring about 
through this intervention and why do we think that certain activities will bring about this 
change?  The focus of logic model development should be on getting the outcomes right.  This 
will then drive decisions regarding the appropriate resources and activities, which can be tested 
for plausibility. 

This is the explanation of the if-then relationship. The cause and effect chain is called an 
outcomes hierarchy.  The logic assumes that each lower outcome has to be achieved before the 
next higher outcome can take place. 

 

 

 

 

IF 

A program 
invests time 
and money 

IF 

A resource 
inventory can 
be developed 

IF 

Families will 
know what is 
available 

IF 

Families will 
have needs 
met 

THEN THEN IF 

Families will 
access services 

THEN THEN 

IF 

Information 
about 
training 
needs of 
target group is 
available 

IF 

Office 
skills 
course for 
target 
group is 
prepared 

IF 

Appropriate 
people apply 
for the 
course 

IF 

Participants 
react 
favorably to 
the course 

IF 

Course 
graduates 
have 
suitable 
skills and 
knowledge 

THEN THEN THEN THEN IF 

Long term 
unemploy
ment in 
target 
group is 
reduced 

THEN 
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THE THEORY OF CHANGE 

Give a person information 

The person reacts to the information 

The information changes their attitude 

Changing the attitude will lead to a change in 
behaviour 

Changing the behaviour will result in a correction of 
the problem that you are trying to solve 
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TYPE 2 – OUTCOME HIERARCHY MODEL 

In logic model type 2, the outcomes hierarchy is developed first, and then three more columns 
are added.  They include the indicators of success, factors that need to be present for success, 
and then performance information to verify the success. 

The elements that make up the basic logic model such as start-up costs and ongoing operating 
costs still must be accurately addressed, as well as any other resource requirements. The 
following two models take the basic model further by challenging assumptions and breaking 
down the steps more specifically.  Working through these steps often help work out any 
unforeseen kinks or issues that don’t necessarily come up when doing a basic logic model. 

OUTCOME HIERARCHY 

You begin by establishing your hierarchy of outcomes.  To figure out if ‘X’ will cause ‘Y’ the 
theory behind the diagram needs to be laid out.  Why do you think that doing what you 
propose to do will make a difference?  What is the sequence of events that will lead to your 
outcomes?  Years of experience in dealing with outcomes tells us that it is extremely rare that a 
program intervention output jumps right over into a long term change in behaviour, so you 
need to test your theory. A generic causal model (based on the theory of change and a series of 
if-then relationships) looks like this: 

 
 

Program Outcome 

Application of new skills, attitudes and 
knowledge

New attitudes skills and knowledge 
received

Workable program is designed 

Worthwhile goals are established 

Program is implemented 

Step 1 

Step 2 

Step 3 

Step 4 

Step 5 
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TYPE 2 – OUTCOME HIERARCHY MODEL 

Continued 

Outcome Hierarchy Indicators of Success Factors Performance 
Information 

INDICATORS OF SUCCESS 

Each outcome in a hierarchy will have indicators of success. These are items that you will use as 
judgements of the success of that particular outcome. They are defined by the needs of the 
individual stakeholders. So far each outcome has only been described by a brief statement. It is 
helpful to identify specific characteristics of a successful outcome.  These characteristics are 
called indicators of success for the outcomes. They describe what the outcome is expected to 
look like is the program is operating successfully. For example:  

Outcome Hierarchy 

1. Info about training needs of target group available
2. Office skills course for target group is prepared
3. Appropriate people apply for the course
4. Participants react favorably to course
5. Graduates attain office skills
6. Graduates get office jobs
7. Long term employment in target group is reduced

Indicators of Success for this outcome 
#7 

• All graduates demonstrate satisfactory
competencies

• All graduates feel confident to apply
for office jobs.
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TYPE 2 – OUTCOME HIERARCHY MODEL 

Continued 

Outcome Hierarchy Indicators of Success Factors Performance 
Information 

FACTORS 

In order for you to get the success that you want, what needs to be in place?  What conditions 
must be present for each outcome to be realized?  Being aware of factors enables realistic 
targets to be set and provides a better understanding of the program results. 

Once important factors are identified, program managers can plan strategies to deal with them. 
In this way, they are improving the programs and preparing for what happens in real life.  For 
example, instructors have identified literacy as a student weakness “You can’t expect all the 
kids to get office skills when half of them cannot read or write properly!”  For example: 

Outcome Hierarchy 

1. Info about training needs of target group available
2. Office skills course for target group is prepared
3. Appropriate people apply for the course
4. Participants react favorably to course
5. Graduates attain office skills
6. Graduates get office jobs
7. Long term employment in target group is reduced

Factors influencing this outcome 

• Literacy levels of the students

• Suitability of the teachers
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TYPE 2 - OUTCOME HIERARCHY MODEL 

Continued 

For the final part of the model we need to work out what information we will need in order to 
see whether the outcome is being achieved.  What measures can be used to tell you that you 
got results?  Are your expectations being met? 

Outcome Hierarchy Indicators of Success Factors Performance 
Information 

PERFORMANCE INFORMATION 

Outcome Hierarchy  Performance Information 

Graduates attain office skills You will need the pattern of test 
scores from the student 
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TYPE 2 - OUTCOME HIERARCHY MODEL 

Continued 

Bringing all of these elements together results in a framework that looks like this: 

  

 
 
 

 
  

OUTCOME 
HIERARCHY 

INDICATORS OF 
SUCCESS 

FACTORS PERFORMANCE 
INFORMATION 

5. Graduates have
suitable knowledge, 
skills and attitudes 

All graduates 
demonstrate 
satisfactory 
competencies 

All feel confident 
to apply for office 
jobs 

Cost per graduate 
is less than $700 

Participants’ 
literacy levels 

Teaching standards 
vary 

Patterns of 
graduate test 
scores (gender, 
background) 

Cost per graduate 

3. Appropriate
people apply for the 
course. 

All people who are 
screened into the 
program will 
graduate 

Information has to 
get to the right 
people 

Drop out rates and 
debriefing 
interview 

OUTCOME HIERARCHY 

7. Long term
unemployment is 
reduced 

6. Graduates get office
jobs 

5. Graduates have
suitable knowledge, 
skills and attitudes 

4. Participants react
favorably to the 
course 

 3. Appropriate people
apply for the course 

2. Office skills course of
target group is 
prepared 

1. Information about
training needs of
group
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TYPE 3 – THEORY OF CHANGE MODEL 

OUTCOMES 
Inputs Activities Participation Learning 

(Reaction leads 
to Knowledge) 

Action 

(Attitude Shift 
leads to changed 

behavior) 

Impact 

The third way to set up a logic model involves looking more closely at changes in behavior.  This 
is used successfully where a program imparts information to audience, the audience changes 

their attitude, then behavior which then results in the impact 
or outcome that the program is trying to achieve.  An educator 
by the name of Kirkpatrick developed a pyramid that shows 
the steps that people go through then they learn something. 
As you can see, a person reacts to the information, they learn 
the content, it transfers over to their attitude, then behavior, 
and then once they change the behavior, results occur. 

This model assumes that once learning occurs, a change in 
behavior or action will be taken.  These intervals in some 
programs, (not all) can be similar to short term medium term 

or longer term outcomes.  There is no guide for estimating time.  In other words, what is short 
term in one program may be medium term in another program.  You must make these 
judgments yourself.  The point to remember is that it is progressive.  “C” will not happen until 
“B” takes place.  “B” will not take place until “A” happens. 

What do you think the 
participants will know, feel, or 
be able to do after the 
program? 

How do you think the 
participants will behave or act 
different after the program? 

What kinds of impacts (or 
outcomes) can result if the 
participants behave or react 
differently? 

• Awareness created
• Knowledge gained
• Attitudes changes
• Skills developed
• Aspirations sparked

• Behavior changes
• Practice adopted
• Decisions made
• Policies changes
• Social action initiated

• Social impact
• Economic impact
• Civic impact
• Environmental impact

LEARNING ACTION IMPACT 
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TYPE 3 – THEORY OF CHANGE MODEL 

Continued 

Use the following questions as guides as you develop this type of framework.  Brief examples of 
things you might want to consider are provided, however, you would need to go into more 
detail in your own framework. 

OUTCOMES 
Inputs Activities Participation Learning Action Impact 

What things do 
we need to 
achieve our 
goals? 

What do we 
have to do to 
ensure our goals 
are met? 

Who needs to 
participate? Be 
involved? Be 
reached? 

How do we think 
participants will 
know, feel, or be 
able to do after 
the program? 

What do we 
thing 
participants will 
do after the 
program? 

What kind of 
impact can 
result if the 
participant 
reacts or 
behaves 
differently? 

Staff 
Volunteers 
Time 
Money 
Equipment 
Technology 
Partners 

Workshops 
Meetings 
Camps 
Curriculum 
Publications 
Media 
Website 
Projects 

Staff 
Community 
members 
Characteristics 
of the target 
group 

Awareness 
Knowledge 
Attitudes 
Skills 
Aspirations 
Reactions 

Change in: 
Behavior 
Practice 
Decisions 
Policies 
Social Action 

Social 
Economic 
Civic 
Environmental 

In closing, we recommend you choose the model that suits the needs of your program and 
decision makers the most appropriately.  Always consider the theory of change and test your if-
then relationships to ensure your outcomes and logic are solid.  If you need any assistance, 
please feel free to contact PRO at any time. 
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DEFINITION

A need is generally defined as the gap between “what is” and “what should be”.  Measuring the 
gap is a needs assessment.  Basically you are measuring two conditions and assessing the gap 
between them to determine the extent of the need.   

WHY DO A NEEDS ASSESSMENT? 

Jane Davidson articulates 2 main uses of needs assessment: 

1. In the design of a program or intervention (to address the needs of a target population)
2. In the evaluation of an existing program or intervention (to identify baseline and outcome

data) 

Needs assessment is a good program planning tool; it provides baseline data and helps you get 
closer to the root of a problem. Sometimes programs are designed without paying close 
attention to the needs of the population to which the program was directed! It can also be a 
good decision aid for policy and decision makers when there are competing interests to 
consider. However, needs will be different everywhere based on the community or population 
in question. 

When you are doing the preliminary assessment of the need a few good elements to consider 
are: 

♦ Where is the need most obvious?
♦ What is the population that is experiencing the need?
♦ When does the need occur most frequently
♦ How big is the need?
♦ Are the needs conscious or unconscious?

A basic step-by-step approach to needs assessment would look something like this: 

1. Identify the population you’re working with
2. Identify the principal needs of the population
3. Determine the current status of the population as relating to the need (you will use this

information to assess the gap between “what is” and “what should be”) 
4. Identify the underlying causes of the needs (a fishbone diagram is very helpful at this stage)
5. Establish the nature and extent of the needs (what kind of need is it? Is it a long-term need or

short-term need?  What is the size of the population being studied? Are there any effects 
on other populations as a result of this need?) 
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LEVELS OF NEED

When designing or considering your needs assessment, it’s always helpful to identify the 
population you are working with.  Who is in need?  Who will be (or is) the target population for 
your program or intervention?  In a time of fiscal restraint with several competing interests, 
there is a responsibility to prioritize resources.  James Altschuld identifies 3 levels of need: 

1. Recipients of service (this is always the 1st priority)
2. Providers of service
3. The system around it

DIFFERENT TYPES OF NEED 

Altshculd distinguishes several different types of need that can be helpful when you have 
competing interests to consider: 

♦ Present vs. future
♦ Severe vs. slight
♦ Maintenance needs
♦ Asset or capacity building needs
♦ Retrospective needs
♦ Level 1,2,or 3 needs

ISSUES

“What Should Be” 

One of the most overriding concerns with needs assessment is about determining “what should 
be”.  In some cases there may already be a predetermined threshold or minimum established 
for a population to be considered to function in a satisfactory state. The poverty line is a good 
example. Based on measures of income, cost of living, etc. countries establish a minimum 
standard they consider to be necessary to live in a satisfactory state.  This information helps 
them tailor programs and provides good baseline information.   

There will be many occasions where you don’t have the luxury of predetermined indicators to 
guide you.  Before you even start data collection, you need to get consensus on how you will 
define “what should be”. Who will make this evaluative judgement for you?  Defining this is 
central to conducting your needs assessment. 

The distinction between these two terms can be thought of in terms of what is necessary to 
function in a satisfactory state. 
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Need – something an individual or population must have to function in a satisfactory state. 

Want – something desired that does not result in an unsatisfactory state if it is missing or  
 absent. 

SOLUTIONS 

Often you will see people endorsing possible solutions when designing programs before they 
even define the need.  A solution is not a need, be careful to define your need before you start 
trying to address it with a solution. 

Negative Inquiry 

The nature of needs assessment is sometimes criticized for centering only on problems without 
looking at what works.  Critics argue that it’s important to look to the strengths of a community 
or program and how existing resources can be used to enhance the strengths. 

RESOURCES 

Needs assessments can be expensive and time consuming.  Collecting new data on a given 
population can eat up a lot of dollars and staff time.  Before you embark on new data collection 
look at what you have access to.  There can be valuable data in files, literature, and existing 
research.  Go as far as you can with what you have before designing your data collection tools, 
you’ll have a better idea of what kind of data you are missing if you do!  If you’re lucky, you may 
not even have to collect new data. 
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In this section you will find: 

• Checklist for Program Evaluations

• Elements of a Good Program Evaluation

• Guidelines for Ethical Conduct

• Survey Research Tips

• Threats to Survey Research
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The following checklist is intended to be used as a general guide while planning, 
designing, and/or conducting an evaluation.  It is by no means prescriptive or 
exhaustive.   

PLANNING THE EVALUATION 

• What do you (or your client) want to know?
• Who are your stakeholders?
• What facilities are available for your use?
• Have you assigned evaluation responsibilities?

NEGOTIATION 

• Purpose – why are you conducting the evaluation? What kind of information are
you looking for? (i.e.: assessing the impact of a program, assessing the
effectiveness of program outcomes

• Evaluation questions – have you tested your research questions?
• Budget – what kind of resources are at your disposal? What expenses are you

expected to incur? What is the payment amount and date? Are there any
conditions for payment?

• Audience – Who is the primary audience? Is there any other “right to know”
audiences?

• Timing – are you under time constraints? Is the evaluation time sensitive?
• Deliverables – are interim reports expected? Verbal communication? Who will

review the reports? Will feedback be provided? Final report length? Is an
Executive Summary required? Is a draft requested before the final report is
delivered? What is method of delivery? Lengths?   Will the information be
published?

• Dissemination strategy - will you be expected to give a presentation?  Will your
findings be published or circulated? Are the findings confidential?

• Utilization – How will your findings be used?
• Judging – who will make the evaluation judgement?  Who creates the standards

by which the judgement is made?
• Contact – what is the line of communication? Who are your contacts if you need

assistance?  Are there any rules or procedures for contacting program
personnel?
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EVALUATION DESIGN 

• Evaluation Questions – what kind of information do you want to know? Do you
want to know about the impact of a program, the process, the effectiveness, the
efficiency, or do you want to clarify the program’s intent and purpose? Are you
looking at the strengths and weaknesses of a program? Client satisfaction?

• Evaluation Form – what type of evaluation do you plan to conduct? This will be
based largely on the purpose of the evaluation (what you want to know) and
what kind of information is needed. Will it be a proactive, clarificative,
interactive, monitoring or impact evaluation?

• Data collection instruments – what type of method or tool will best collect the
information you will need to answer your evaluation questions? What methods
are available for you to use within your budget?  What methods will best suit
your data set? Is your instrument reliable and verifiable?

• Audience – who is the audience for the evaluation?  Will they require a technical
report or a plain language report?

METHODOLOGY 

• Tools – have you developed and tested your data collection tools?
• Data collection – where will your information be collected? Is anonymity

requested? Are you approaching program participants? Funders or investors?
Staff or employees? Are there any data collection procedures or protocols you
should consider or adhere to?  Is permission needed to collect data?  How will
you store the data?  How will you maintain the security of the collected
information?

• Sample – which criteria will you use to select your participants?  What will your
sample size be?

FINDINGS 

• Clarity – are you findings clear?  Do they flow logically from the data presented
in the report? Readers should be able to clearly identify how you came to the
conclusions you did by the data and analysis presented in the report.

• Are all of the findings presented, testable and do not go beyond what the evidence
support?

• Do the findings represent a balanced perspective? (reflects the range of the
observations and data gathered?)

• Are the results substantiated sufficiently? (the evidence to support the results can be
found in the evaluation report, there are no surprise findings that have not been
referenced elsewhere in the report)
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• Do findings contradict one another?

RECOMMENDATIONS 

• Audience – consider your audience when forming your recommendations
• Clarity – are your recommendations clear?  Are they reasonable?
• Realistic – are your recommendations realistic within the political and operating

environment of the organization?  Can they be practically implemented?
• Are the recommendations supported by and flow logically from the findings and

evidence gathered?
• Do the recommendations address the evaluation questions?
• Will the recommendations have any unintended impacts?

ETHICAL CONSIDERATIONS 

• Have you adhered to the CES guidelines for ethical conduct?
• Was anonymity or confidentiality assured?
• Who has editorial authority?
• Who has final authority to distribute reports?
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There is an expectation that reviews and evaluations should inform decision making and as such, should 
be conducted with methodological rigor in order to provide a reliable and accurate source of data. 
Evaluation reports should be written clearly, in plain language and presented in a manner that is easy to 
understand.  The following points provide a brief description of elements of a good program evaluation.i 

EXECUTIVE SUMMARY 

An executive summary should be included with an evaluation report that briefly outlines the following 
elements of the full report: 

• Purpose of the evaluation
• Evaluation questions
• The primary audience of the evaluation
• The main findings, conclusions and recommendations

INTRODUCTION 

This section will provide background information and describe the scope of the evaluation. Included in 
this section will be: 

• Program description (the original program purpose, goals, staffing compliment, reporting
structures, program recipients, financial risks etc)

• Purpose of the evaluation
• Evaluation questions
• Evaluation stakeholders
• Timelines

EVALUATION DESIGN 

The evaluation design outlines the methodology taken to gather and analyze data.  It is critical that the 
utmost attention be paid gather reliable and replicable data.  The following points  should  be 
included in the report: 

• How was the data gathered?  (Which methodologies were used?)
• Is the evaluation design appropriate for the objectives of the evaluation?
• Are the methods described in sufficient detail to assess the methodological rigor?
• Were the methods carried out appropriately and ethically?
• Is the data gathered accurate and reliable?
• Is all of the reliable data gathered included in the analysis?
• Are there multiple lines of evidence? (were different approaches used to gather different

aspects to ensure comprehensive coverage of data gathering?)
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• What were the limitations in the data gathering and analysis? (i.e.: were there potential biases
represented or reliability issues?)

• Were there any constraints (i.e.: in scope, budget, access to data?)
• Is the data free from errors in fact or logic?
• Is the data free from opinions?
• Was the data analysis cross tested? (was the data analyzed by more than one person?)
• The data should be presented as clearly as possible and free from bias
• The data presented should be clear and concise – detailed analysis and information should be

included as appendices

KEY FINDINGS & CONCLUSIONS 

• Are all of the findings presented, testable and do not go beyond what the evidence support?
• Do the findings represent a balanced perspective? (reflects the range of the observations and

data gathered?)
• Are the results substantiated sufficiently? (the evidence to support the results can be found in

the evaluation report, there are no surprise findings that have not been referenced elsewhere in
the report)

• Do the conclusions address the evaluation questions?
• Are the conclusions supported by and drawn from the findings and data?
• Do findings contradict one another?

RECOMMENDATIONS 

• Are the recommendations supported by and flow logically from the findings and evidence
gathered?

• Do the recommendations address the evaluation questions?
• Are the recommendations realistic and logical? Can they be practically implemented?
• Will the recommendations have any unintended impacts?
• Is there an action plan and timeline associated with the recommendations?
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Upon completion of the report and in light of the evaluation findings and conclusions, management 
should consider the following questions: 

• Is the program still relevant to the needs of northerners?
• Are the program resources used in the most cost effective way to deliver the appropriate

results?
• Are there any financial risks associated with delivering the program?
• Are management practices appropriate and effective?
• Is the program performing according to the original purpose of the program?
• Is the GNWT the most effective delivery mechanism for the program?

i  Sources include: Guide for the Review of Evaluation Reports, Treasury Board of Canada Secretariat; 
Evaluation Report Assessment Guide, Health Canada 2003; The NWT Program Manager’s Survival Guide to Program Evaluation, FMBS 2006. 
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Canadian Evaluation Society Guidelines for Ethical Conduct 

COMPETENCE 

Evaluators are to be competent in their provision of service. 

1. Evaluators should apply systematic methods of inquiry appropriate to the evaluation.
2. Evaluators should possess or provide content knowledge appropriate for the evaluation.
3. Evaluators should continuously strive to improve their methodological and practice skills.

INTEGRITY 

Evaluators are to act with integrity in their relationships with all stakeholders. 

1. Evaluators should accurately represent their level of skills and knowledge.
2. Evaluators should declare any conflict of interest to clients before embarking on an evaluation

project and at any point where such conflict occurs. This includes conflict of interest on the part
of either evaluator or stakeholder.

3. Evaluators should be sensitive to the cultural and social environment of all stakeholders and
conduct themselves in a manner appropriate to this environment.

4. Evaluators should confer with the client on contractual decisions such as: confidentiality;
privacy; communication; and, ownership of findings and reports.

ACCOUNTABILITY 

Evaluators are to be accountable for their performance and their product. 

1. Evaluators should be responsible for the provision of information to clients to facilitate their
decision-making concerning the selection of appropriate evaluation strategies and
methodologies. Such information should include the limitations of selected methodology.

2. Evaluators should be responsible for the clear, accurate, and fair, written and/or oral
presentation of study findings and limitations, and recommendations.

3. Evaluators should be responsible in their fiscal decision-making so that expenditures are
accounted for and clients receive good value for their dollars.

4. Evaluators should be responsible for the completion of the evaluation within a reasonable time
as agreed to with the clients. Such agreements should acknowledge unprecedented delays
resulting from factors beyond the evaluator's control.
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Survey Methods 

Once you have decided on your survey sample you must decide on your method of data 
collection. Each method has advantages and disadvantages. These are discussed below. 

PERSONAL INTERVIEWS 

An interview is called personal when the Interviewer asks the questions face-to-face with the 
Interviewee. Personal interviews can take place in the home, at a shopping mall, on the street, 
outside a movie theater or polling place, and so on.  

Advantages 

• The ability to let the Interviewee see, feel and/or taste a product.

• The ability to find the target population. For example, you can find people who have
seen a film much more easily outside a theater in which it is playing than by calling
phone numbers at random.

• Longer interviews are sometimes tolerated. Particularly with in-home interviews that
have been arranged in advance. People may be willing to talk longer face-to-face than to
someone on the phone.

Disadvantages 

• Personal interviews usually cost more per interview than other methods. This is
particularly true of in-home interviews, where travel time is a major factor.

• Each mall has its own characteristics. It draws its clientele from a specific geographic
area surrounding it, and its shop profile also influences the type of client. These
characteristics may differ from the target population and create a non-representative
sample.

TELEPHONE SURVEYS  

Surveying by telephone is the most popular interviewing method in the USA. This is made 
possible by nearly universal coverage (96% of homes have a telephone).  
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Advantages 

• People can usually be contacted faster over the telephone than with other methods. If
the Interviewers are using CATI (computer-assisted telephone interviewing), the results
can be available minutes after completing the last interview.

• You can dial random telephone numbers when you do not have the actual telephone
numbers of potential respondents.

• CATI software, such as The Survey System, makes complex questionnaires practical by
offering many logic options. It can automatically skip questions, perform calculations
and modify questions based on the answers to earlier questions. It can check the logical
consistency of answers and can present questions or answers choices in a random order
(the last two are sometimes important for reasons described later).

• Skilled interviewers can often elicit longer or more complete answers than people will
give on their own to mail, email surveys (though some people will give longer answers
to Web page surveys).  Interviewers can also ask for clarification of unclear responses.

• Some software, such as The Survey System, can combine survey answers with pre-
existing information you have about the people being interviewed.

Disadvantages 

• Many telemarketers have given legitimate research a bad name by claiming to be doing
research when they start a sales call. Consequently, many people are reluctant to
answer phone interviews and use their answering machines to screen calls. Since over
half of the homes in the USA have answering machines, this problem is getting worse.

• The growing number of working women often means that no one is home during the
day. This limits calling time to a "window" of about 6-9 p.m. (when you can be sure to
interrupt dinner or a favorite TV program).

• You cannot show or sample products by phone.
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MAIL SURVEYS 

Advantages  

• Mail surveys are among the least expensive. This is the only kind of survey you can do if
you have the names and addresses of the target population, but not their telephone
numbers. The questionnaire can include pictures - something that is not possible over
the phone.

• Mail surveys allow the respondent to answer at their leisure, rather than at the often
inconvenient moment they are contacted for a phone or personal interview. For this
reason, they are not considered as intrusive as other kinds of interviews.

Disadvantages 

• Time!  Mail surveys take longer than other kinds. You will need to wait several weeks
after mailing out questionnaires before you can be sure that you have gotten most of
the responses.  In populations of lower educational and literacy levels, response rates to
mail surveys are often too small to be useful. This, in effect, eliminates many immigrant
populations that form substantial markets in many areas. Even in well-educated
populations, response rates vary from as low as 3% up to 90%. As a rule of thumb, the
best response levels are achieved from highly-educated people and people with a
particular interest in the subject (which, depending on your target population, could
lead to a biased sample.)

• One way of improving response rates to mail surveys is to mail a postcard telling your
sample to watch for a questionnaire in the next week or two. Another is to follow up a
questionnaire mailing after a couple of weeks with a card asking people to return the
questionnaire. The downside is that this doubles or triples your mailing cost. If you have
purchased a mailing list from a supplier, you may also have to pay a second (and third)
use fee - you often cannot buy the list once and re-use it.

• Another way to increase responses to mail surveys is to use an incentive. One possibility
is to send a dollar bill (or more) along with the survey (or offer to donate the dollar to a
charity specified by the respondent).  If you do so, be sure to say that the dollar is a way
of saying "thanks," rather than payment for their time.  Many people will consider their
time worth more than a dollar.  Another possibility is to include the people who return
completed surveys in a drawing for a prize. A third is to offer a copy of the (non-
confidential) result highlights to those who complete the questionnaire. Any of these
techniques will increase the response rates.
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• Remember that if you want a sample of 1,000 people, and you estimate a 10% response
level, you need to mail 10,000 questionnaires. You may want to check with your local
post office about bulk mail rates - you can save on postage using this mailing method.
However, most researchers do not use bulk mail, because many people associate "bulk"
with "junk" and will throw it out without opening the envelope, lowering your response
rate. Also bulk mail moves slowly, increasing the time needed to complete your project.

COMPUTER DIRECT INTERVIEWS 

These are interviews in which the Interviewees enter their own answers directly into a 
computer. They can be used at malls, trade shows, offices, and so on.  The Survey System's 
optional Interviewing Module and Interview Stations can easily create computer-direct 
interviews.  Some researchers set up a Web page survey for this purpose.  

Advantages 

• The virtual elimination of data entry and editing costs. You will get more accurate
answers to sensitive questions. Recent studies of potential blood donors have shown
respondents were more likely to reveal HIV-related risk factors to a computer screen
than to either human interviewers or paper questionnaires. The National Institute of
Justice has also found that computer-aided surveys among drug users get better results
than personal interviews. Employees are also more often willing to give more honest
answers to a computer than to a person or paper questionnaire.

• The elimination of interviewer bias. Different interviewers can ask questions in different
ways, leading to different results. The computer asks the questions the same way every
time.

• They can also ensure that skip patterns are accurately followed, i.e. people are not
asked questions they should skip based on their earlier answers. (Instructions like “If
you have not done this or that you can skip to question number four”). These automatic
skips are more accurate than relying on an Interviewer reading a paper questionnaire.
Response rates are usually higher. Computer-aided interviewing is still novel enough
that some people will answer a computer interview when they would not have
completed another kind of interview.

Disadvantages 

• The Interviewees must have access to a computer or one must be provided for them.
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As with mail surveys, computer direct interviews may have serious response rate 
problems in populations of lower educational and literacy levels. This method may grow 
in importance as computer use increases.  

EMAIL SURVEYS 

Email surveys are both very economical and very fast. More people have email than have full 
Internet access. This makes email a better choice than a Web page survey for some 
populations. On the other hand, email surveys are limited to simple questionnaires, whereas 
Web page surveys can include complex logic.  

Advantages 

• Speed.  An email questionnaire can gather several thousand responses within a day or
two.

• There is practically no cost involved once the set up has been completed.

• You can attach pictures and sound files.

• The novelty element of an email survey often stimulates higher response levels than
ordinary “snail” mail surveys.

Disadvantages 

• You must possess (or purchase) a list of email addresses.

• Some people will respond several times or pass questionnaires along to friends to
answer. Many programs have no check to eliminate people responding multiple times to
bias the results. The Survey System’s Email Module will only accept one reply from each
address sent the questionnaire. It eliminates duplicate and pass along questionnaires
and checks to ensure that respondents have not ignored instructions (e.g., giving 2
answers to a question requesting only one).

• Many people dislike unsolicited email even more than unsolicited regular mail. You may
want to send email questionnaires only to people who expect to get email from you.

• You cannot use email surveys to generalize findings to the whole populations. People
who have email are different from those who do not, even when matched on
demographic characteristics, such as age and gender.

Program Review Office Page 127 



Survey Research Tips 2014 

• Email surveys cannot automatically skip questions or randomize question or answer
choice order or use other automatic techniques that can enhance surveys the way Web
page surveys can.

• Many email programs are limited to plain ASCII text questionnaires and cannot show
pictures. Although use of email is growing very rapidly, it is not universal - and is even
less so outside the USA (three-quarters of the world's email traffic takes place within the
USA). Many “average” citizens still do not possess email facilities, especially older
people and those in lower income and education groups. So email surveys do not reflect
the population as a whole. At this stage they are probably best used in a corporate
environment where email is common or when most members of the target population
are known to have email.

INTERNET/INTRANET (WEB PAGE) SURVEYS 

Web surveys are rapidly gaining popularity.  They have major speed, cost, and flexibility 
advantages, but also significant sampling limitations.  These limitations make software selection 
especially important and restrict the groups you can study using this technique.  

Advantages 

• Web page surveys are extremely fast.  A questionnaire posted on a popular Web site
can gather several thousand responses within a few hours.  Many people who will
respond to an email invitation to take a Web survey will do so the first day, and most
will do so within a few days.

• There is practically no cost involved once the set up has been completed.  Large samples
do not cost more than smaller ones (except for any cost to acquire the sample).

• You can show pictures.  Some Web survey software can also show video and play sound.

• Web page questionnaires can use complex question skipping logic, randomizations and
other features not possible with paper questionnaires or most email surveys.  These
features can assure better data.

• Web page questionnaires can use colors, fonts and other formatting options not
possible in most email surveys.

• A significant number of people will give more honest answers to questions about
sensitive topics, such as drug use or sex, when giving their answers to a computer,
instead of to a person or on paper.
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• On average, people give longer answers to open-ended questions on Web page
questionnaires than they do on other kinds of self-administered surveys.

Disadvantages 

• Current use of the Internet is far from universal.  Internet surveys do not reflect the
population as a whole.  This is true even if a sample of Internet users is selected to
match the general population in terms of age, gender and other demographics.

• People can easily quit in the middle of a questionnaire.  They are not as likely to
complete a long questionnaire on the Web as they would be if talking with a good
interviewer.

• If your survey pops up on a web page, you often have no control over who replies -
anyone from Antarctica to Zanzibar, cruising that web page may answer. Depending on
your software, there is often no control over people responding multiple times to bias
the results.

At this stage we recommend using the Internet for surveys mainly when your target population 
consists entirely or almost entirely of Internet users. Business-to-business research and 
employee attitude surveys can often meet this requirement. Surveys of the general population 
usually will not.  Another reason to use a Web page survey is when you want to show video or 
both sound and graphics.  A Web page survey may be the only practical way to have many 
people view and react to a video.  

In any case, be sure your survey software prevents people from completing more than one 
questionnaire. You may also want to restrict access by requiring a password (good software 
allows this option) or by putting the survey on a page that can only be accessed directly (i.e., 
there are no links to it from other pages). 

SCANNING QUESTIONNAIRES 

Scanning questionnaires is a method of data collection that can be used with paper 
questionnaires that have been administered in face-to-face interviews; mail surveys or surveys 
completed by an Interviewer over the telephone. Paper questionnaires can be scanned using 
software like Remark Office OMR. Other software can scan questionnaires and produce ASCII 
Files that can be read into data bases. 
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Advantages 

• Scanning can be the fastest method of data entry for paper questionnaires.

• Scanning is more accurate than a person in reading a properly completed questionnaire.

Disadvantages 

• Scanning is best-suited to "check the box" type surveys and bar codes. Scanning
programs have various methods to deal with text responses, but all require additional
data entry time.

• Scanning is less forgiving (accurate) than a person in reading a poorly marked
questionnaire.

• Requires investment in additional hardware to do the actual scanning.

SUMMARY OF SURVEY METHODS  

Your choice of survey method will depend on several factors. These include: 

Speed Email and Web page surveys are the fastest methods, followed by telephone 
interviewing. Mail surveys are the slowest. 

Cost Personal interviews are the most expensive followed by telephone and then 
mail. Email and Web page surveys are the least expensive for large samples. 

Internet 
Usage 

Web page and Email surveys offer significant advantages, but you may not be 
able to generalize their results to the population as a whole. 

Literacy 
Levels 

Illiterate and less-educated people rarely respond to mail surveys. 

Sensitive 
Questions 

People are more likely to answer sensitive questions when interviewed directly 
by a computer in one form or another. 

Video, 
Sound, 
Graphics 

A need to get reactions to video, music, or a picture limits your options.  You can 
play a video on a Web page, in a computer-direct interview, or in person.  You 
can play music when using these methods or over a telephone.  You can show 
pictures in those first methods and in a mail survey. 
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SURVEY/QUESTIONNAIRE DESIGN 

General Considerations  

• The first rule is to design the questionnaire to fit the medium. Phone interviews cannot
show pictures.  People responding to mail or Web surveys cannot easily ask “What
exactly do you mean by that?” if they do not understand a question. Intimate, personal
questions are sometimes best handled by mail or computer, where anonymity is most
assured.

• KISS - keep it short and simple. If you present a 20-page questionnaire most potential
respondents will give up in horror before even starting.  Ask yourself what you will do
with the information from each question.  If you cannot give yourself a satisfactory
answer, leave it out.  Avoid the temptation to add a few more questions just because
you are doing a questionnaire anyway.  If necessary, place your questions into three
groups: must know, useful to know and nice to know.  Discard the last group, unless the
previous two groups are very short.

• Start with an introduction or welcome message.  In the case of mail or Web
questionnaires, this message can be in a cover page or on the questionnaire form itself.
If you are sending emails that ask people to take a Web page survey, put your main
introduction or welcome message in the email.  When practical, state who you are and
why you want the information in the survey.  A good introduction or welcome message
will encourage people to complete your questionnaire.

• Allow a “Don't Know” or “Not Applicable” response to all questions, except to those in
which you are certain that all respondents will have a clear answer.  In most cases, these
are wasted answers as far as the researcher is concerned, but are necessary alternatives
to avoid frustrated respondents.  Sometimes “Don't Know” or “Not Applicable” will
really represent some respondents' most honest answers to some of your questions.
Respondents who feel they are being coerced into giving an answer they do not want to
give often do not complete the questionnaire. For example, many people will abandon a
questionnaire that asks them to specify their income, without offering a "decline to
state" choice.

• For the same reason, include “Other” or “None” whenever either of these is a logically
possible answer.  When the answer choices are a list of possible opinions, preferences,
or behaviors, you should usually allow these answers.

• On paper, computer direct and Internet surveys these four choices should appear as
appropriate.  You may want to combine two or more of them into one choice, if you
have no interest in distinguishing between them.  You will rarely want to include “Don't
Know,” “Not Applicable,” “Other” or “None” in a list of choices being read over the
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telephone or in person, but you should allow the interviewer the ability to accept them 
when given by respondents. 

Question Types 

Researchers use three basic types of questions: multiple choice, numeric open end and text 
open end (sometimes called "verbatims"). Examples of each kind of question follow:  

Rating Scales and Agreement Scales are two common types of questions that some researchers 
treat as multiple choice questions and others treat as numeric open end questions. Examples of 
these kinds of questions are:  
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QUESTION AND ANSWER CHOICE ORDER 

• There are two broad issues to keep in mind when considering question and answer
choice order.  One is how the question and answer choice order can encourage people
to complete your survey.  The other issue is how the order of questions or the order of
answer choices could affect the results of your survey.

• Ideally, the early questions in a survey should be easy and pleasant to answer.  These
kinds of questions encourage people to continue the survey.  In telephone or personal
interviews they help build rapport with the interviewer.  Grouping together questions
on the same topic also makes the questionnaire easier to answer.

• Whenever possible leave difficult or sensitive questions until near the end of your
survey.  Any rapport that has been built up will make it more likely people will answer
these questions.  If people quit at that point anyway, at least they will have answered
most of your questions.

• Answer choice order can make individual questions easier or more difficult to answer.
Whenever there is a logical or natural order to answer choices, use it.  Always present
agree-disagree choices in that order.  Presenting them in disagree-agree order will seem
odd.  For the same reason, positive to negative and excellent to poor scales should be
presented in those orders.  When using numeric rating scales higher numbers should
mean a more positive or more agreeing answer.
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• Question order can affect the results in two ways.  One is that mentioning something
(an idea, an issue, a brand) in one question can make people think of it while they
answer a later question, when they might not have thought of it if it had not been
previously mentioned. In some cases you may be able to reduce this problem by
randomizing the order of related questions.  Separating related questions with
unrelated ones can also reduce this problem, though neither technique will eliminate it.

• The other way question order can affect results is habituation.  This problem applies to a
series of questions that all have the same answer choices.  It means that some people
will usually start giving the same answer, without really considering it, after being asked
a series of similar questions.  People tend to think more when asked the earlier
questions in the series and so give more accurate answers to them.

• If you are using telephone, computer direct or Internet interviewing, good software can
help with this problem.  Software should allow you to present a series of questions in a
random order in each interview.  This technique will not eliminate habituation, but will
ensure that it applies equally to all questions in a series, not just to particular questions
near the end of a series.

• Another way to reduce this problem is to ask only a short series of similar questions at a
particular point in the questionnaire.  Then ask one or more different kinds of questions,
and then another short series if needed.

• A third way to reduce habituation is to change the “positive” answer.  This applies
mainly to level-of-agreement questions.  You can word some statements so that a high
level of agreement means satisfaction (e.g., “My supervisor gives me positive feedback”)
and others so that a high level of agreement means dissatisfaction (e.g., “My supervisor
usually ignores my suggestions”).  This technique forces the respondent to think more
about each question.  One negative aspect of this technique is that you may have to
modify some of the data after the results are entered, because having the higher levels
of agreement always mean a positive (or negative) answer makes the analysis much
easier.  However, the few minutes extra work may be a worthwhile price to pay to get
more accurate data.

• The order in which the answer choices are presented can also affect the answers given.
People tend to pick the choices nearest the start of a list when they read the list
themselves on paper or a computer screen.  People tend to pick the most recent answer
when they hear a list of choices read to them.

• As mentioned previously, sometimes answer choices have a natural order (e.g., Yes,
followed by No; or Excellent - Good - Fair - Poor).  If so, you should use that order.  At
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other times, questions have answers that are obvious to the person that is answering 
them (e.g., “Which brands of car do you own?”).  In these cases, the order in which the 
answer choices are presented is not likely to affect the answers given. However, there 
are kinds of questions, particularly questions about preference or recall or questions 
with relatively long answer choices that express an idea or opinion, in which the answer 
choice order is more likely to affect which choice is picked.  If you are using telephone, 
computer direct, or Web page interviewing, have your software present these kinds of 
answer choices in a random order. 

OTHER GENERAL TIPS 

• Keep the questionnaire as short as possible. This has been mentioned before, but it is
worth repeating. More people will complete a shorter questionnaire, regardless of the
interviewing method. If a question is not necessary, do not include it.

• Start with a Title (e.g., Leisure Activities Survey). Always include a short introduction -
who you are and why you are doing the survey. If you are asking about different brands,
it is often a good idea to give the name of the research company rather than the client
(e.g., XYZ Research Agency rather than the manufacturer of the product/ service being
surveyed). Many firms create a separate research company name (even if it is only a
direct phone line to the research department) to disguise themselves. This is to avoid
possible bias, since people rarely like to criticize someone to their face and are much
more open to a third party.

• In some cases, though, it may help to mention the client. If you are surveying members
of an organization, the members may be more likely to respond if they think the
organization is asking their opinions on how it can best meet their needs. The same
could be true when you are surveying users of a particular service.

• Reassure your respondent that his or her responses will not be revealed to your client,
but only combined with many others to learn about overall attitudes.

• Include a cover letter with all mail surveys. A good cover letter or invitation to take a
Web page survey will increase the response rate. A bad one, or none at all, will reduce
the response rate. Include the information in the preceding two paragraphs and
mention the incentive (if any). Describe how to return the questionnaire. Include the
name and telephone number of someone the respondent can call if they have any
questions. Include instructions on how to complete the survey itself.

• The most effective cover letters and invitations include the following elements: Ask the
recipient to take the survey. Explain why taking it will improve some aspect of the
recipient's life (it will help improve a product, make an organization better meet their
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needs, make their opinions heard). Appeal to the recipient's sense of altruism ("please 
help"). Ask the recipient again to take the survey.  

• Number mail questionnaires on each page and include the return address on the
questionnaire itself, because pages and envelopes can be separated from each other.
Envelopes should have return postage prepaid. Using a postage stamp often increases
response rates, but is expensive, since you must stamp every envelope - not just the
returned ones.

• You may want to leave a space for the respondent to add their name and title. Some
people will put in their names, making it possible for you to recontact them for
clarification or follow-up questions. Indicate that filling in their name is optional. If the
questions are sensitive in nature, do not have a space for a name. Some people would
become suspicious and not complete the survey.

• If you hand out questionnaires on your premises, you obviously cannot remain
anonymous, but keep the bias problem in mind when you consider the answers.

• If the survey contains commercially sensitive material, ask a "security" question up front
to find whether the respondent or any member of his family, household or any close
friend works in the industry being surveyed. If so, terminate the interview immediately.
They (or family or friends) may work for the company that commissioned the survey - or
for a competitor. In either case, they are not representative and should be eliminated. If
they work for a competitor, the nature of the questions may betray valuable secrets.
The best way to ask security questions is in reverse (i.e., if you are surveying for a
pharmaceutical product, phrase the question as "We want to interview people in certain
industries - do you or any member of your household work in the pharmaceutical
industry?). If the answer is "Yes" thank the respondent and terminate the interview.
Similarly, it is best to eliminate people working in the advertising, market research or
media industries, since they may work with competing companies.

• After the security question, start with general questions. If you want to limit the survey
to users of a particular product, you may want to disguise the qualifying product. As a
rule, start from general attitudes to the class of products, through brand awareness,
purchase patterns, specific product usage to questions on specific problems (i.e., work
from "What types of coffee have you bought in the last three months" to "Do you recall
seeing a special offer on your last purchase of Brand X coffee?"). If possible put the most
important questions into the first half of the survey. If a person gives up half way
through, at least you have the most important information.

• Make sure you include all the relevant alternatives as answer choices. Leaving out a
choice can give misleading results. For example, a number of recent polls that ask
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Americans if they support the death penalty "Yes" or "No" have found 70-75% of the 
respondents choosing ”Yes.”  Polls that offer the choice between the death penalty and 
life in prison without the possibility of parole show support for the death penalty at 
about 50-60%. Polls that offer the alternatives of the death penalty or life in prison 
without the possibility of parole, with the inmates working in prison to pay restitution to 
their victims’ families have found support for the death penalty closer to 30%.  

• So what is the true level of support for the death penalty? The lowest figure is probably
truest, since it represents the percentage that favor that option regardless of the
alternative offered. The need to include all relevant alternatives is not limited to
political polls. You can get misleading data anytime you leave out alternatives.

• Do not put two questions into one. Avoid questions such as "Do you buy frozen meat
and frozen fish?" A "Yes" answer can mean the respondent buys meat or fish or both.
Similarly with a question such as "Have you ever bought Product X and, if so, did you like
it?" A "No" answer can mean "never bought" or "bought and disliked." Be as specific as
possible. "Do you ever buy pasta?" can include someone who once bought some in
1990. It does not tell you whether the pasta was dried, frozen or canned and may
include someone who had pasta in a restaurant. It is better to say "Have you bought
pasta (other than in a restaurant) in the last three months?" "If yes, was it frozen,
canned or dried?" Few people can remember what they bought more than three
months ago unless it was a major purchase such as an automobile or appliance.

• The overriding consideration in questionnaire design is to make sure your questions can
accurately tell you what you want to learn. The way you phrase a question can change
the answers you get. Try to make sure the wording does not favor one answer choice
over another.

• Avoid emotionally charged words or leading questions that point towards a certain
answer. You will get different answers from asking "What do you think of the XYZ
proposal?" than from "What do you think of the Republican XYZ proposal?" The word
"Republican" in the second question would cause some people to favor or oppose the
proposal based on their feelings about Republicans, rather than about the proposal
itself. It is very easy to create bias in a questionnaire. This is another good reason to test
it before going ahead.

• If you are comparing different products to find preferences, give each one a neutral
name or reference. Do not call one "A" and the second one "B." This immediately brings
images of A grades and B grades to mind, with the former being seen as superior to the
latter. It is better to give each a "neutral" reference such "M" or "N" that do not have as
strong a quality difference image.
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• Avoid technical terms and acronyms, unless you are absolutely sure that respondents
know they mean. LAUTRO, AGI, GPA, EIEIO (Life Assurance and Unit Trust Regulatory
Organization, Adjusted Gross Income, Grade Point Average and Engineering Information
External Inquiries Officer) are all well-known acronyms to people in those particular
fields, but very few people would understand all of them. If you must use an acronym,
spell it out the first time it is used.

• Make sure your questions accept all the possible answers. A question like "Do you use
regular or premium gas in your car?" does not cover all possible answers. The owner
may alternate between both types. The question also ignores the possibility of diesel or
electric-powered cars. A better way of asking this question would be "Which type(s) of
fuel do you use in your cars?" The responses allowed might be:

Regular gasoline  
Premium gasoline  
Diesel  
Other  
Do not have a car 

• If you want only one answer from each person, ensure that the options are mutually
exclusive. For example:

In which of the following do you live?

A house  
An apartment 
The suburbs 

This question ignores the possibility of someone living in a house or an apartment in the 
suburbs.  

• Score or rating scale questions (e.g., "If '5' means very good and '1' means very poor
how would rate this product?") are a particular problem. Researchers are very divided
on this issue. Many surveys use a ten-point scale, but there is considerable evidence to
suggest that anything over a five point scale is irrelevant. This depends partially on
education. Among university graduates a ten point scale will work well. Among people
with less than a high school education five points is sufficient. In third world countries, a
three-point scale (good/acceptable/bad) may be all some respondents can understand.

• Another issue on which researchers differ is whether to use a scale with an odd or even
number of points.  Some like to force people to give an answer that is clearly positive or
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negative. This can make the analysis easier. Others feel it is important to offer a neutral, 
middle option.  Your interviewing mode can make a difference here.  A good interviewer 
can often get a answer, but in a self-administered interview, such as a Web page survey, 
a person who is frustrated by being unable to give a middle answer may leave a 
question blank or quit the survey altogether.  

• Be sure any rating scale labels are meaningful. For example:
What do you think about product X?

It's the best on the market  
It's about average 
It's the worst on the market 

A question phrased like the one above will force most answers into the middle category, 
resulting in very little usable information.  

• If you have used a particular scale before and need to compare results, use the same
scale. Four on a five-point scale is not equivalent to eight on a ten-point scale. Someone
who rates an item "4" on a five-point scale might rate that item anywhere between "6"
and "9" on a ten-point scale.

• Be aware of cultural factors. In the third world, respondents have a strong tendency to
exaggerate answers. Researchers may be perceived as being government agents, with
the power to punish or reward according to the answer given.  Accordingly they often
give "correct" answers rather than what they really believe. Even when the questions
are not overtly political and deal purely with commercial products or services, the desire
not to disappoint important visitors with answers that may be considered negative may
lead to exaggerated scores.  Always discount "favorable" answers by a significant factor.
The desire to please is not limited to the third world. Unfortunately, there is no hard and
fast rule on how much to do this. It depends on the situation.

• The desire to please translates into a tendency to pick agreeing answers on agreement
scales. While logically the percentage that strongly agrees that "X is good" should
exactly equal the percentage that strongly disagrees that "X is bad," in the real world,
this is unlikely to be true. Experiments have shown that more people will agree than
disagree. One way to eliminate this problem is to ask half your respondents if they agree
that "X is good" and the other half if they agree that "X is bad." You could then reverse
the answers given by the second group. This is extra work, but it may be worth it if it is
important to get the most accurate percentage of people who really agree with
something.

Program Review Office Page 139 



Survey Research Tips 2014 

• People sometimes give answers they feel will reflect well on them. This is a constant
problem for pre-election polls. More people say they will vote than actually will vote.
More people say they go to museums or libraries than actually do. This problem is most
significant when your respondents are talking directly to a person. People give more
honest answers when answering questions on a computer. Mail surveys are in-between.

• In personal interviews it is vital for the Interviewer to have empathy with the
Interviewee. In general, Interviewers should try to "blend" with respondents in terms of
race, language, sex, age, etc. Choose your Interviewers according to the likely
respondents.

• Leave your demographic questions (age, gender, income, education, etc.) until the end
of the questionnaire. By then the interviewer should have built a rapport with the
interviewee that will allow honest responses to such personal questions. Mail and
Internet questionnaires should do the same, although the rapport must be built by good
question design, rather than personality.

• Exceptions to this rule are any demographic questions that qualify someone to be
included in the survey. For example, many researchers limit some surveys to people in
certain age groups. These questions must come near the beginning.

• Do not have an interviewer ask a respondent's gender, unless they really have no idea.
Have the interviewer fill in the answer themselves.

• Paper questionnaires requiring text answers, should always leave sufficient space for
handwritten answers. Lines should be about half-an-inch (one cm.) apart. The number
of lines you should have depends on the question. Three to five lines are average.

• Leave a space at the end of a questionnaire entitled "Other Comments." Sometimes
respondents offer casual remarks that are worth their weight in gold and cover some
area you did not think of, but which respondents consider critical. Many products have a
wide range of secondary uses that the manufacturer knows nothing about but which
could provide a valuable source of extra sales if approached properly. In one third world
market, a major factor in the sale of candles was the ability to use the spent wax as floor
polish - but the manufacturer only discovered this by a chance remark.

• Always consider the layout of your questionnaire.  This is especially important on paper,
computer direct and Internet surveys.  You want to make it attractive, easy to
understand and easy to complete.  If you are creating a paper survey, you also want to
make it easy for your data entry personnel.

• Try to keep your answer spaces in a straight line, either horizontally or vertically.  A
single answer choice on each line is best. Eye tracking studies show the best place to use
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for answer spaces is the right hand edge of the page. It is much easier for a field worker 
or respondent to follow a logical flow across or down a page. Using the right edge is also 
easiest for data entry.  

• Questions and answer choice grids, as in the second of the following examples, are
popular with many researchers.  They can look attractive and save paper, or computer
screen space.  They also can avoid a long series of very repetitive question and answer
choice lists.  Unfortunately, they also are a bit harder than the repeated lists for some
people to understand.  As always, consider whom you are studying when you create
your questionnaire. Look at the following layouts and decide which you would prefer to
use:

Do you agree, disagree or have no opinion that this company has:

A good vacation policy - agree/not sure/disagree. 
Good management feedback - agree/not sure/disagree. 
Good medical insurance - agree/not sure/disagree. 
High wages - agree/not sure/disagree. 

An alternative layout is:     

Do you agree, disagree or are not sure that this company has: 

Top of Form 
 Agree Not Sure Disagree 

   A good vacation policy 3 2 1

   Good management feedback 3 2 1

   Good medical insurance 3 2 1

   High wages 3 2 1

Bottom of Form 

The second example shows the answer choices in neat columns and has more space 
between the lines.  It is easier to read.   The numbers in the second example will also 
speed data entry, if you are using a paper questionnaire.  
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Surveys are a mixture of science and art, and a good researcher will save their cost many times 
over by knowing how to ask the correct questions.  

ADDITIONAL TIPS FOR WEB SURVEYS  

• Web page surveys are still relatively new, and researchers are still learning what works
best. One principle is to consider good Web page design when creating your survey
pages. Do not use too many colors or fonts. They are distracting. On the other hand,
bolding, italicizing, and changing the colors of key words, used appropriately, can make
your questions easier to understand. Using color and/or a smaller font size to make
instructions distinct from question text can make your questionnaire easier to follow.

• Always specify a background color, even if it is white (usually a good choice).  Some
browsers may show a background color you do not expect, if you do not specify one.
Background images usually make text harder to read, even when they make a page
more attractive at first glance.

• Use graphics sparingly. Most home Internet users still connect via modems, and
graphics slow download times. Remember that showing a large graphic at a small size
on a Web page does not reduce the time needed to download the graphic. Create or
modify the graphic to a file size that is no bigger than you need. If your sample consists
of people at work, you may be able to use somewhat more graphics, since those people
usually have faster connections, but even they appreciate faster downloads.  Use video
only if that is what you are testing (e.g., a commercial).

• Make sure you do not require people to scroll horizontally to view part of the survey
page. Most people find horizontal scrolling annoying. Question text wraps to fit the
available space, but you can make a grid that is wider than some screens. Since only
about two percent of people still use 640x480 screen resolution, you may want to
design your pages to be up to 760 pixels wide, but no wider.  Many people still use
800x600 resolution.  Pages designed for that width will still look fine on screens with a
higher resolution.

• Include an introduction or welcome page. Explain the reason for the survey (as far as
you can without compromising the survey). Put instructions at the point they are
needed, instead of grouping them on the first page.

• Make sure your page and question layout are consistent. Do not put answer choices on
the right for some questions and on the left for others. Use color consistently. For
example, always use the same color to represent an instruction, which is not part of a
question per se. Use a different color (or bolding) any time you want to highlight words
within questions.
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• Recognize that requiring that questions be answered will likely increase the number of
people who drop out of a survey in the middle. If you do require answers, consider
doing so only on key questions. Whenever you require an answer make sure the
available options include all possible answers, including “don’t know,” “decline to
state,” or “not applicable,” if there is any chance that these may represent some
people’s answers.

Consider your sample when designing the pages. Using answer grids and presenting
answer choices in two or more columns can look attractive, save space and help avoid
vertical scrolling. Unfortunately, these formats are a bit harder for some people to
understand than a simple vertical list of answer choices. If you think your target
population may have some trouble understanding how to fill out the survey, use these
formats sparingly.

• Allow space for long replies to comment type questions.  Some people will type in
longer answers on a Web page than they would write on a paper questionnaire or say to
an interviewer.

• Drop-down lists save space on the screen, but be careful using them. Lists that require
scrolling to see some choices can bias the results. Use them only if there is only one
possible choice a person can make. One example is state of primary residence. If you
present a list of choices that people have to think about, and only some of the choices
are initially visible, there will be a bias in favor of those initially visible choices.

• Researchers have been looking into the issue of whether it is better to present a survey
in one or more long scrolling pages or in a series of separate pages that do not need
scrolling. Research has not yet provided a clear answer. There is some evidence that
grouping several similar questions on a page may result in answers that are more similar
than if the questions were on different pages. Some people may dislike scrolling down a
long page, while others may dislike the brief wait between questions when each is on a
different page. Having your questionnaire split into multiple pages has the advantage
that if someone quits partway through, at least you have the answers they have already
given.  You will also need to split your survey into multiple pages, if you want some
people to not see certain questions, or if you want the answers given for some
questions to affect those shown for later questions.

• When you have finished creating the survey and have it up on your Web site, test it
thoroughly. Make sure that all of the pages look as you wish and that all skips,
randomizations and other logic works as you intend. A test on your own PC or a paper
copy of the questionnaire does not guarantee that the copy on the Web will look and
act the same.  We also recommend you monitor the live results as your survey
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progresses (good Web survey software allows this).  Doing so can help you spot any 
problems that did not appear during your testing.   

PRE-TEST THE QUESTIONNAIRE 

The last step in questionnaire design is to test a questionnaire with a small number of 
interviews before conducting your main interviews. Ideally, you should test the survey on the 
same kinds of people you will include in the main study. If that is not possible, at least have a 
few people, other than the question writer, try the questionnaire. This kind of test run can 
reveal unanticipated problems with question wording, instructions to skip questions, etc. It can 
help see if the interviewees understand your questions and giving useful answers.  

If you change any questions after a pre-test, you should not combine the results from the pre-
test with the results of post-test interviews. Choosing sensible questions and ad ministering 
surveys with sensitivity and common sense will improve the quality of your results dramatically.  
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It’s Only a little Survey – What Could Go Wrong? 

Surveys and questionnaires are generated by the barrelful in the NWT, and many of them are 
full of design flaws. It can be really annoying for people who have to fill out poorly designed 
questionnaires. They may give up, answer with the minimum of thought or throw the survey 
into the trash. It is frightening to think that these scales, indices, questionnaires and surveys are 
used to make decisions. 

Survey and questionnaire design is a specialized skill. On the surface it seems as though asking a 
bunch of questions could not possibly be difficult, and true enough – asking questions is not 
difficult. However, most evaluators want to get answers that come as close to the truth as 
possible and this is where things get interesting. 

Whenever you interact with another human being, some kind of transfer takes place. Perhaps a 
handshake, or information or a smile or even fibers from your coat has gone from you to the 
other person. Because each of us has been interacting with other people all of our lives, we 
take certain things for granted. We can hear stress in a voice, or body language, read a face, 
and we can see reactions, even very tiny ones without really trying. Surveys can’t do this. They 
attempt to get the truth from a person while blocking out everything else and all other 
information that a person has in their head. Over 50 years of research has shown us what can 
go wrong in trying to get honest and accurate information from people in a questionnaire or 
survey. The following section summarizes them. Please take the time to read these pages, and 
try to relate them to the work that you are doing. Try them on for size. Don’t be discouraged. 
The more you work with these, the more familiar they will become and you will find them not 
at all intimidating. Dr. Laura Colosi from the Department of Policy Analysis at Cornell University 
has written the following section on reliability and validity in plain language. She will walk you 
through some of the pitfalls. 

RELIABILITY 

Reliability is the consistency of your measurement, or the degree to which an instrument 
measures the same way each time it is used under the same condition with the same subjects. 
In short, it is the repeatability of your measurement. There are two ways that reliability is 
usually estimated: test/retest and internal consistency.  

Test/Retest 

Test/retest is the more conservative method to estimate reliability. Simply put, the idea behind 
test/retest is that you should get the same score on test 1 as you do on test 2. The three main 
components to this method are as follows:  
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• implement your measurement instrument at two separate times for each
subject;

• compute the correlation between the two separate measurements
• assume there is no change in the underlying condition (or trait you are trying to

measure) between test 1 and test 2.

Internal Consistency 

Internal consistency estimates reliability by grouping questions in a questionnaire that measure 
the same concept. For example, you could write two sets of three questions that measure the 
same concept (say class participation) and after collecting the responses, run a correlation 
between those two groups of three questions to determine if your instrument is reliably 
measuring that concept.  

One common way of computing correlation values among the questions on your instruments is 
by using Cronbach's Alpha. In short, Cronbach's alpha splits all the questions on your 
instrument every possible way and computes correlation values for them all (we use a 
computer program for this part). In the end, your computer output generates one number for 
Cronbach's alpha - and just like a correlation coefficient, the closer it is to one, the higher the 
reliability estimate of your instrument. Cronbach's alpha is a less conservative estimate of 
reliability than test/retest.  

The primary difference between test/retest and internal consistency estimates of reliability is 
that test/retest involves two administrations of the measurement instrument, whereas the 
internal consistency method involves only one administration of that instrument.  

VALIDITY 

Validity is the strength of our conclusions, inferences or propositions. More formally, Cook and 
Campbell (1979) define it as the "best available approximation to the truth or falsity of a given 
inference, proposition or conclusion." In short, were we right? Let's look at a simple example. 
Say we are studying the effect of strict attendance policies on class participation. In our case, 
we saw that class participation did increase after the policy was established. Each type of 
validity would highlight a different aspect of the relationship between our treatment (strict 
attendance policy) and our observed outcome (increased class participation).  

Types of Validity 

There are four types of validity commonly examined in social research. 
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1. Conclusion validity asks is there a relationship between the program and the observed
outcome? Or, in our example, is there a connection between the attendance policy and the 
increased participation we saw?  

2. Internal Validity asks if there is a relationship between the program and the outcome we
saw, is it a causal relationship? For example, did the attendance policy cause class participation 
to increase?  

3. Construct validity is the hardest to understand in my opinion. It asks if there is there a
relationship between how I operationalized my concepts in this study to the actual causal 
relationship I'm trying to study/? Or in our example, did our treatment (attendance policy) 
reflect the construct of attendance, and did our measured outcome - increased class 
participation - reflect the construct of participation? Overall, we are trying to generalize our 
conceptualized treatment and outcomes to broader constructs of the same concepts.  

4. External validity refers to our ability to generalize the results of our study to other settings. In
our example, could we generalize our results to other classrooms? 

Threats To Internal Validity 

There are three main types of threats to internal validity - single group, multiple group and 
social interaction threats.  

Single Group Threats apply when you are studying a single group receiving a program or 
treatment. Thus, all of these threats can be greatly reduced by adding a control group that is 
comparable to your program group to your study.  

• A History Threat occurs when an historical event affects your program group such that it
causes the outcome you observe (rather than your treatment being the cause). In our
earlier example, this would mean that the stricter attendance policy did not cause an
increase in class participation, but rather, the expulsion of several students due to low
participation from school impacted your program group such that they increased their
participation as a result.

• A Maturation Threat to internal validity occurs when standard events over the course of
time cause your outcome. For example, if by chance, the students who participated in
your study on class participation all "grew up" naturally and realized that class
participation increased their learning (how likely is that?) - that could be the cause of
your increased participation, not the stricter attendance policy.

• A Testing Threat to internal validity is simply when the act of taking a pre-test affects
how that group does on the post-test. For example, if in your study of class
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participation, you measured class participation prior to implementing your new 
attendance policy, and students became forewarned that there was about to be an 
emphasis on participation, they may increase it simply as a result of involvement in the 
pretest measure - and thus, your outcome could be a result of a testing threat - not your 
treatment.  

• An Instrumentation Threat to internal validity could occur if the effect of increased
participation could be due to the way in which that pretest was implemented.

• A Mortality Threat to internal validity occurs when subjects drop out of your study, and
this leads to an inflated measure of your effect. For example, if as a result of a stricter
attendance policy, most students drop out of a class, leaving only those more serious
students in the class (those who would participate at a high level naturally) - this could
mean your effect is overestimated and suffering from a mortality threat.

• The last single group threat to internal validity is a Regression Threat. This is the most
intimating of them all (just its name alone makes one panic). Don't panic. Simply put, a
regression threat means that there is a tendency for the sample (those students you
study for example) to score close to the average (or mean) of a larger population from
the pretest to the posttest. This is a common occurrence, and will happen between
almost any two variables that you take two measures of. Because it is common, it is
easily remedied through either the inclusion of a control group or through a carefully
designed research plan (this is discussed later). For a great discussion of regression
threats, go to Bill Trochim's Center for Social Research Methods.

In sum, these single group threats must be addressed in your research for it to remain credible. 
One primary way to accomplish this is to include a control group comparable to your program 
group.  

Group threats to internal validity. 

Multiple Group Threats to internal validity involve the comparability of the two groups in your 
study, and whether or not any other factor other than your treatment causes the outcome. 
They also (conveniently) mirror the single group threats to internal validity.  

• A Selection-History threat occurs when an event occurring between the pre and post
test affects the two groups differently.

• A Selection-Maturation threat occurs when there are different rates of growth between
the two groups between the pre and post test.
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• Selection-Testing threat is the result of the different effect from taking tests between
the two groups.

• A Selection-Instrumentation threat occurs when the test implementation affects the
groups differently between the pre and post test.

• A Selection-Mortality Threat occurs when there are different rates of dropout between
the groups which leads to you detecting an effect that may not actually occur.

• Finally, a Selection-Regression threat occurs when the two groups regress towards the
mean at different rates.

Okay, so know that you have dragged yourself through these extensive lists of threats to 
validity - you're wondering how to make sense of it all. How do we minimize these threats 
without going insane in the process? The best advice I've been given is to use two groups when 
possible, and if you do, make sure they are as comparable as is humanly possible. Whether you 
conduct a randomized experiment or a non-random study, your groups must be as equivalent 
as possible! This is the best way to strengthen the internal validity of your research.  

The last type of threat to discuss involves the social pressures in the research context that can 
impact your results. These are known as social interaction threats to internal validity.  

• Diffusion or "Imitation of Treatment occurs when the comparison group learns about
the program group and imitates them, which will lead to an equalization of outcomes
between the groups (you will not see an effect as easily).

• Compensatory Rivalry means that the comparison group develops a competitive
attitude towards the program group, and this also makes it harder to detect an effect
due to your treatment rather than the comparison groups reaction to the program
group.

• Resentful Demoralization is a threat to internal validity that exaggerates the posttest
differences between the two groups. This is because the comparison group (upon
learning of the program group) gets discouraged and no longer tries to achieve on their
own.

• Compensatory Equalization of Treatment is the only threat that is a result of the actions
of the research staff - it occurs when the staff begins to compensate the comparison
group to be "fair" in their opinion, and this leads to an equalization between the groups
and makes it harder to detect an effect due to your program.

Program Review Office Page 149 



Threats to Survey Research 2014 

Threats to Construct Validity  

I know, I know - you're thinking - no I just can't go on. Let's take a deep breath and I'll remind 
you what construct validity is, and then we'll look at the threats to it one at a time. OK? OK.  

• Construct validity is the degree to which inferences we have made from our study can
be generalized to the concepts underlying our program in the first place. For example, if
we are measuring self-esteem as an outcome, can our definition (operationalization) of
that term in our study be generalized to the rest of the world's concept of self-esteem?

Ok, let's address the threats to construct validity slowly - don't be intimidated by their lengthy 
academic names - I'll provide an English translation.  

• Inadequate Preoperational Explication of Constructs simply means we did not define our
concepts very well before we measured them or implemented our treatment. The
solution? Define your concepts well before proceeding to the measurement phase of
your study.

• Mono-operation bias simply means we only used one version of our independent
variable (our program or treatment) in our study, and hence, limit the breadth of our
study's results. The solution? Try to implement multiple versions of your program to
increase your study's utility. Mono-method bias simply put, means that you only used
one measure or observation of an important concept, which in the end, reduces the
evidence that your measure is a valid one. The solution? Implement multiple measures
of key concepts and do pilot studies to try to demonstrate that your measures are valid.

• Interaction of Testing and Treatment occurs when the testing in combination with the
treatment produces an effect. Thus you have inadequately defined your "treatment," as
testing becomes part of it due to its influence on the outcome. The solution? Label your
treatment accurately.

• Interaction of Different Treatments means that it was a combination of our treatment
and other things that brought about the effect. For example, if you were studying the
ability of Tylenol to reduce headaches and in actuality it was a combination of Tylenol
and Advil or Tylenol and exercise that reduced headaches -- you would have an
interaction of different treatments threatening your construct validity.

• Restricted Generalizability Across Constructs simply put, means that there were some
unanticipated effects from your program, that may make it difficult to say your program
was effective.
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• Confounding Constructs occurs when you are unable to detect an effect from your
program because you may have mislabeled your constructs or because the level of your
treatment wasn't enough to cause an effect.

As with internal validity, there are a few social threats to construct validity also. These include: 

• Hypothesis Guessing: when participants base their behavior on what they think your
study is about - so your outcome is really not due solely to the program - but also to the
participants' reaction to you and your study.

• Evaluator Apprehension: When participants are fearful of your study to the point that it
influences the treatment effect you detect.

• Experimenter Expectancies: when researcher reactions shape the participant's responses
- so you mislabel the treatment effect you see as due to the program when it is more
likely due to the researchers behavior.

See, that wasn't so bad. We broke things down and attacked them one at a time. You may be 
wondering why I haven't given you along list of threats to conclusion and external validity - the 
simple answer is it seems as if the more critical threats involve internal and construct validity.  

Summary 

The real difference between reliability and validity is mostly a matter of definition. Reliability 
estimates the consistency of your measurement, or more simply the degree to which an 
instrument measures the same way each time it is used in under the same conditions with the 
same subjects. Validity, on the other hand, involves the degree to which you are measuring 
what you are supposed to, more simply, the accuracy of your measurement. It is my belief that 
validity is more important than reliability because if an instrument does not accurately measure 
what it is supposed to, there is no reason to use it even if it measures consistently (reliably).  

In the Methods and Tools Section of the binder we have laid out some considerations for the 
design of the questionnaire along with a number of things that can affect the way that a person 
will react in a testing situation. All of these things can impinge on your results. You can test your 
instrument against these items to give yourself the best chance of getting good results. 
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INTRODUCTION 
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Welcome to the workbook developed for use with the Program Monitoring and Evaluation 


Manual. We hope that you find it useful. Each worksheet has an introduction and a refer-


ence back to the manual so that if necessary the manager can find additional information. 


These are pdf files for ease of electronic transmission but if they need to be tailored to the 


program needs, they are easily recreated with Publisher.  Remember that the Program Re-


view Office is available to help with guidance, advice or technical skills. Good luck! 







 


Planning 


Design 


Implement 


Data Analysis & 


Interpretation 


Reporting and  


Debriefing 


Program evaluation is a systematic collection of information about a program which helps you 


make judgements about a program, or informs decisions about future programming. This booklet 


will help a program manager to understand the evaluation and monitoring process  so that they 


will have the basics they need to for proper program management. Your first step is to invest in 


the planning stage, which will go a long way to ensuring the success of the program evaluation. 


PHASE 1  


PLANNING FOR EVALUATION 
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It is always a good idea to have a touchstone  document, project charter or terms of reference 


before undertaking an evaluation endeavor. Documenting the background of the evaluation 


and the reasons for its undertaking will serve to keep all parties in agreement and set the expec-


tations around the evaluation. Should any questions arise in the future, about the purpose, 


scope or reason for the evaluation, there should be no disagreement amongst all parties.  


 


Determinations: 


 


1.0 What is  the primary reason for the evaluation. 


 


 


 


 


 


2.0 Who is  the commissioner of the evaluation. 


 


 


 


 


 


 


3.0 What is the purpose (i.e. what you hope to get out of it) of the evaluation 


 


 


 


4.0 What do you have to work with?  (resources) 


 


 


 


Considerations: 


 


 Current work load  


 Current work environment/timing 


 Committee Roles and Responsibilities 
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1.0 Start by documenting the background  


PLANNING 


 


Reference pages  1-5 
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If a program has been running for many years, there should be information available that can 


be analyzed at a deeper level than new programs. Consider the programs stage to determine 


the kind of evaluation that you wish to carry out. 
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1.1 Determine the stage of the program and approach 


PROACTIVE 


(Community problem) 


(Research phase) 


 


At what stage is the program? 


 


 


What kind of evaluation would be appropriate? 


CLARIFICATIVE 


(Conceptualization stage) 


(Design stage) 


At what stage is the program? 


 


 


What kind of evaluation would be appropriate? 


INTERACTIVE 


(Program up and running for at 


least two years) 


At what stage is the program? 


 


 


What kind of evaluation would be appropriate? 


MONITORING 


(Program has been running 


over a period of years) 


 


At what stage is the program? 


 


 


What kind of evaluation would be appropriate? 


IMPACT 


(Program has been running 


over a period of years- depends 


on type of outcomes) 


At what stage is the program? 


 


 


What kind of evaluation would be appropriate? 


PLANNING 


 


 


 


 


 


√ check appropriate  box 
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The first step in framing an evaluation is to ask "What do you want to know?”  This is can be 


difficult. Generate a large number of items and then weed them down until you have  4 or 5 


evaluation questions that are very clear. (These are just suggestions; not all may be required ). 


 


Questions about client: 


 


 


 


 


 


 


 


Questions about finances/cost: 


 


 


 


 


 


 


Questions about operations or processes: 


 


 


 


 


 


 


 


Questions about impact on community or other programs 


 


 


 


 


 


 


Questions about generally accepted management practices or 


governance items like accountability, transparency, participation or 


responsiveness. 
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A good plan today is 


better than a great 


plan tomorrow! 


1.2 Choose the Questions  


PLANNING 
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The scope of the evaluation will set the boundaries around how far the study is to go. The scope 


of the evaluation is everything that is to be judged. How big is the evaluation? How much 


ground will be covered? This  is important because it sets limits on the effort expended and the 


funds that will be spent.  


1.3   Set the scope of the evaluation  


This evaluation will cover: This evaluation will not cover: 


How many years of program operation? Over which time 


frame? 


  


 


Which set of clients? 


 


 


Which operations/regions/community? 


 


 


The following agreements/funding sources: 


 


 


The focus of the evaluation: 


 


Particular issues: 


A) 


 


 


 


B) 


 


 


 


C) 


 


 


 


D) 


 


PLANNING 







Page 7 


The Terms of Reference must include nearly everything that you want to do for the evaluation. 


This document is your touchstone. It will explain to everyone what you and your team have de-


cided to do. It is a really good idea to have it formally approved. Here is a suggestion for what 


it might contain: 


1. Purpose of the evaluation 


2. Who commissioned the evaluation 


3. Program overview 


4. Scope 


5. Evaluation questions 


6. Design of the study ( once determined) 


7. Timelines 


8. Budget 


9. Project Management 


10. Roles and Responsibilities 


11. Where the report will be distributed 


12. How the findings will be used. 


1.4 Begin to draft the Terms of Reference  


PLANNING 


Start on the Terms of Reference, early in the process, but remember that it will  not be com-


pleted until all of the design decisions have been made.  
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Planning checklist 


1. Determined  the primary reason for the evaluation. 


2. Defined the purpose of the evaluation 


3. Determined the stage of  the program  


4. Selected  questions 


5. Scoped out the evaluation parameters 


6. Sketched out the terms of reference 


PLANNING 







 


Planning 


Design 


Implement 


Data Analysis & 


Interpretation 


Reporting and  


Debriefing 


Phase 2 


DESIGN 


The design is how the data collection plans come together with the instruments and data 


sources to give the evaluator the information needed to answer the questions. This piece of the 


evaluation must be carefully considered as it has it will influence the validity and reliability of the 


information.  
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Getting the right information from the right sources is important.  There are a variety of tools to 


choose from but developing your collection instrument can be expensive and time consuming, 


so choose carefully. Balance your information requirements against your resources to see what 


you can afford to do, in what time frame. Go through each question and decide where the 


best data is available. After that decide how to get the data.  


2.1 Select tools and set method for data collection 


 Question   Data Sources  Tool 


 
 


 Question 1 


 


 


 


    
 
 
 
 


 Question 2 


 


 


 


    
 
 
 
 


 Question 3 


 


 


 


    
 
 
 
 


 Question 4 


 


 


 


    
 
 
 
 


Question 5 


 


 


  


DESIGN 
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From the population you must decide who (or what) to include and who (or what) to leave out. 


We need to have enough people participating to let us generalize about everyone in the 


population. In order to be able to say that your data is a fair or true representation of your 


program participants, you have to have a "sample". Paste the following address into your web 


browser for a sample size calculator. 


 


 


 


 


 


 


 


 


h t tp ://www.surveysys tem.com/


sscalc.htm 


 


 


 


 


 


 


 


 


 


 


 


 


 


2.2 Select sample frame and participants 


Determine Sample Size 


Confidence Level  


Confidence Interval 


Population 


    


Sample Size needed 


95% 99% 


 


 


Calculate Clear 


 


Find Confidence Interval 


Confidence Level  


Sample Size  


Population 


Percentage 


    


Confidence Interval 


95% 99% 


 


 


50 


Calculate Clear 


 


DESIGN 
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Describe the way in which you will collect the information— how the tool will be brought 


together with the data source and how it will be stored. 
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2.3 Set the protocol  


 Question   Data Sources  Tool 


 Question 


1 


 


 


 


    
From who or where will this data be collected 


 


 


 


Which tool /method will be used 


 


 


 


How will the tool and the data source be brought together 


 


 


 


How will the information be recorded? 


 


 
 
 


 Question 


2 


 


 


 


    
From who or where will this data be collected 


 


 


 


Which tool /method will be used 


 


 


 


How will the tool and the data source be brought together 


 


 


 


How will the information be recorded? 


 
 
 
 


DESIGN 
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It is an expectation that researchers and evaluators will ensure the privacy and safety of their clients 


and that all standards of ethical conduct will be observed during the project. A peer review of the stan-


dards of conduct is advisable. Each project will have its own items for consideration: this is not a com-


prehensive list.           
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2.4 Review of conduct and ethics 


Project demonstrates sensitivity to the cultural and social environment of all participants/


community . 


Evaluators have conferred with the participants on confidentiality;  


Evaluators have conferred with the participants on communications;  


Evaluators have conferred with the participants on privacy; 


Information has been provided to clients /participants to facilitate their decision-making 


concerning  the project; 


Evaluators have obtained informed consent;  


Evaluators have conferred with the stakeholders and commissioner on the ownership of 


findings, reports and data.  


Evaluators have designed a data management/storage system that protects participant 


anonymity. 


Is advice necessary from the ATIP coordinator? 


check elements 


DESIGN 
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2.5 Set the timeline 


Here is an example of how a timeline might look. Please be aware that not all steps have been included 


here. You may want a more precise timeline. 


Initial consultations 
 
Approve terms of 
reference 
 
Questions approved 
 
Develop tools 
 
Conduct sampling 
 
Develop Data 
collation tools  
 
Test tools 
 
Implement tools 
  
Consultations  
 
Data cleaning and 
analysis 
 
Draft /report 
preliminary results  
 
Consult on 
preliminary findings 
 
Write draft report 
 
Finalize report 
 
Prepare report release 
through public affairs 
 
Debrief evaluation 


  Week      week     week     week     week     week     week     week     week     week     week    week     week     week     week 


  


DESIGN 
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There will always be a cost to an evaluation, although it may not be apparent. Taking time from 


your regular schedule, travel, your salary, meetings with steering committees and working groups, 


overtime and use of government equipment all contributes to the cost of an evaluation. Consider 


the following: 


2.6 Budgeting 
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 Item  Estimated Cost 


  
Training  


 


Overtime/Backfill 


 


 


Advertising 


 


 


Consultant /research assistant time 


 


 


Publishing/Photocopying 


 


 


Honoraria 


 


 


Mail out costs 


 


 


Travel /hotel costs 


 


 


Food for community meetings 


 


 


Long distance calls 


 


 


Specialized computer software /equipment 


 


 


Translation/interpretation 


 


 


Other 


 


 


  


DESIGN 
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2.7 Evaluation frameworks 


There is no one way to do an evaluation framework. They are simply plans on how the work that you 


are going to carry out is documented. They can be complex or simple, but they need to give the 


reader an idea of the sequence of events about to take place.  
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 Data Source  Tool/Method Type of  


Analysis 


 Who  


Collects 


 When 


Collected 


 Question 


  


Q1 


 


 


     


Q2 


 


     


Q3 


 


 


     


Q4 


 


     


DESIGN 
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Selecting Performance Measures 


Performance measurement can be defined as a data collection and monitoring system 


established to manage activities and improve results of government programs.  Performance 


measurement data can be collected for a number of years prior to an evaluation and can verify 


trends or information collected during an evaluation. The following page contains measurement 


categories as suggestions.  


 


 Utility 


 Availability 


 Effort  


 Understandability 


Measure/metric Who has the 
data, or, where 
is the data? 


What is the best 
tool to pull all the 
data together? 


When is the 
best time to col-
lect the data? 
(What cycle?) 


 


Who will be 
responsible to 
collect the 
data and 
analysis? 


Who is analysis 
reported to and in 
what forum? 


 


 


 


 


   


 


 


 


  


 


 


 


 


   


 


 


 


 


  


Data Management Plan 


The selected data for the performance measures should be proceeded by a plan. If it is not in 


place and communicated as an expectation to the various parties, it will not be collected. 


Below is a template for consideration. 


DESIGN 


 Validity 


 Reliability 


 Comparability 
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ATTRIBUTE WHAT MEASURES OR METRICS WILL REFLECT THIS ATTRIBUTE? 


CAPACITY  


QUALITY  


ACCESS  


RELEVANCE  


COST  


TARGETS  


BENCHMARKS  


OUTPUTS  


OUTCOMES  


OTHER  


DESIGN 
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Planning 


Design 


Implement 


Data Analysis & 


Interpretation 


Reporting and  


Debriefing 


Phase 3 


IMPLEMENTATION 


Good management of the evaluation goes a long way to insuring the success of the project. 


This includes managing risks, staying aware of potential ethical situations, communicating with 


staff and management, decision making, leading the team, and controlling unanticipated 


events.  


You are here 







 


 


 


 The terms of reference have been approved        √  


 The evaluation framework is complete 


 The instruments have been designed and tested 


 Public affairs and communication documents are ready to go 


 A schedule for debriefing management is in place 


 A communications schedule with staff is established 


 Manager is alert to project mission drift 


 Spread sheets for keeping track of expenditures developed 


 Timelines are set with “downtime” and delays anticipated 


 Manager is prepared for passive or overt resistance 


 


 


 


 


 


 


 


IMPLEMENTATION 


Project management /Implementation checklist 
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Planning 


Design 


Implement 


Data Analysis & 


Interpretation 


Reporting and  


Debriefing 


Phase 4 


Data Analysis & Interpretation 


Once the data has been collected, the analysis will be straight forward if certain conditions are 


present. The evaluator must prepare the information so that it is readable. Data analysis 


generally follows the following steps: 


 


1. Group (and clean) the data 


2. Describe the data 


3. Interpret the data 


 


There are simple ways to  handle data (descriptive statistics) and more complex ways to look at 


data (predictive modeling or inferential statistics). It is suggested that for more  complex 


exercises, a statistician be consulted to help. 
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Step 1 Grouping and Cleaning Data 
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1.0 Lay out a data management plan 


If you have used different methods to answer questions, laying out a plan may help to classify 


the information for example:  


What will you do with data from various data sources? 


 


2.0 Code the data  


Have the coding sheets developed before your instrument goes out. They may have to be 


tweaked but at least you have a head start.  An excel, access or SPSS spreadsheet is the best 


way to record the data as the numbers can be manipulated.  


 Survey  Interview  File Audit  


Question 1  Mean median and mode 


Trends analysis, histogram 


Content analysis  Compare to a checklist  


Question 2  Demographics compared to 


variable  a, b, c, etc. 


Not addressed in interview Not applicable 


Question 3 Cross tabs across all variables 


 


Verify interview question 1 


with file audit checklist # 4 


Compare to a checklist  


DATA ANALYSIS AND INTERPRETATION 
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3.0 Clean the data  


The effort in cleaning data is directly related to how well your instrument and tool was set up to 


capture information. Ensure all of the data has been entered on the spreadsheets  in exactly the 


same way, for example: 


 


 


 


 


 You will need to choose one format and stay with it for all entries and each question.  


 All of the data in a column or in a row is the same: text, nominal, integer, ratio, date etc. 


 Numbers or dates should fall within a certain range.  


 Look for regular patterns (where a pattern should exist) i.e. a phone number has 7 numbers 


 Cross-field validation: i.e. in date of birth (DOB) vs date of death (DOD) a person cannot die 


before they are born so at times you may be able to verify one column against another.  


 


4.0 Group the data  


Pull all of the information together that relates to a single question. For example, in a mixed meth-


ods situation you may have interviews, questionnaires and focus groups across multiple sites. Col-


lect the data from the different instruments but reserve a coding mechanism so that you will 


know which group of people said what. 


Group similar items together across groups, or outcomes  or specific variables. 


Each item on each instrument has to be grouped together i.e. all question # 1s together, all 


questions #2, etc. 


 


DOB Person 1 Person 2 Person 3 Person 4 Person 5 


 01/05/1960 May 1, 1960 01/May/60 05/01/60 1960/05/01 


DATA ANALYSIS AND INTERPRETATION 
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What did we find? 


One of the easiest ways to start data analysis is to simply describe the data. This can include a de-


scription of the respondents, where the data was collected from, and the general themes and 


trends.  


Across groups  


Look for similarities between the responses from the participants 


across different groups. 


Look for the trends and themes from the respondents across loca-


tion or time or situation. 


Look for differences between the responses from the participants 


across location or time or situation. 


Within groups 


Look for similarities within the group’s responses. 


Look for the trends and themes from the respondents in that 


group. 


Look for differences between the responses from the participants 


in that group across location or time or situation. 


Describe the respondents: who are they? What age group do 


they fall into, where are they, what is their situation, gender, etc? 


At this point simply roll up the responses and report them. 


 


Step 2 Describe the Data 


DATA ANALYSIS AND INTERPRETATION 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 


complete       underway        not  


   applicable 
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What does it mean? 


Now you have to figure out what it all means: 


Are there any defining characteristics of the demographic group and how they responded to a 


question? 


Are there correlations between the responses on two particular response sets? 


Have you developed cross tabs on the responses? For example: 


 


 


 


 


 


 


 


Have you sought help in applying a Chi square or F test to examine association? 


Have you applied measures of central tendency?  


Mean 


Median 


Mode 


Standard Deviation 


Developed histograms? 


 One of the best online resources for applied social research is Bill Trochim’s site 


found at : http://www.socialresearchmethods.net/. Do yourself a favor and check it out. 


 


Step 3 Analyze and Interpret the Data 


Age group Response A Response B Response C 


10-15    


16-21    


22-27    


28-33    


DATA ANALYSIS AND INTERPRETATION 
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Content Analysis 


You will probably have some information come back to you in the form of interviews or focus 


groups. This information will have to be decoded to see what themes or sentiments emerge. One 


way to do this is to present it in a table form which then can be further analysed. Examples: 


 


 


 


 


 


 


 


 


 


 


Question 1 


“Art work was” 


Nasty Okay Great 


Respondent 1 1   


Respondent 2  1  


Respondent 3 1   


Respondent 4   1 


Summary  2 1 1 


Question 1 Statement  Themes  


Respondent 1 I really like artwork. I feel that it shows the commu- Like, pride, care. 


Respondent 2 What a terrible looking piece of junk. It is a waste of       Terrible looking, junk, 


Respondent 3 I like a nice playground. But I dislike their choice. Dislike choice, likes nice 


Respondent 4 Love it .  Love 


You will now roll up the sentiments, and write a description of what people have said.  When all 


of the data has been cleaned, grouped, and analysed, it will be the evaluators job to determine 


what is being said. Be aware that why certain sentiments are being said is a tricky endeavor be-


cause it can harbor in to areas of speculation.  


DATA ANALYSIS AND INTERPRETATION 
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Step 4 Present the Data 


Data can be expressed in a number of different ways. How you lay out your data will help you 


to interpret it correctly. You can try different forms of graphs, charts, or tables to help you see 


clearly.  Present data in different ways so that the reader maintains interest. Examples: 


Cross tabs     Benchmarks   Art work 


Graphs/charts    Scale drawings  Stories 


Cluster Graphs    Word Clouds   Photo journals 


Maps      Time Series 


 


Tips for data presentation: 


 


 


 


Clearly labelled  


Information is readable (Large enough fonts) 


Unambiguous 


Understandable  


Makes a point (has something to say) 


Is visually appealing 


Accurately represents the data 


Contrast of colors and readability are considered 


Appropriate level of detail in the visual 


Images have been used  


Not overly complex 


DATA ANALYSIS AND INTERPRETATION 
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Step  5 Making the Judgment and Recommendations 


Is there enough evidence to be able to make recommendations?  Judgement calls are based 


on the evidence that is collected. It can be set up with the criteria on one side of a table and 


the judgement indicated by a check mark into categories as such; 
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Criteria, target, benchmark, 


measure, attribute etc: 


Criteria not met Criteria met Program  exceeded 


expectations 


 


 


 


   


 


 


 


   


 


 


 


   


 


 


 


   


 


 


 


   


 


 


 


   


 


 


 


   


DATA ANALYSIS AND INTERPRETATION 
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Recommendations should follow through from the findings -  the reader should be able to see 


the body of evidence for each recommendation.   


Example: 


Recommendation What evidence in the findings sup-


port this recommendation? 


  


Are there options avail-


able? 


Recommendation1 


Offer an online registra-


tion system 


Question 1 (Q1) 75% of all interview-


ees say that the program is too hard 


to access. 


 


Focus group - workers say they are 


getting complaints 


 


Registration numbers are low 


  


Yes -  have career counsel-


lors take the time to walk 


through the registration 


process with clients. How-


ever they already feel that 


their workload is too high. 


DATA ANALYSIS AND INTERPRETATION 


Recommendation What evidence in the findings sup-


port this recommendation? 


  


Are there options avail-


able? 


Recommendation1 


 


 


 


  


Recommendation 2 


 


 


 


  


Recommendation 3 


 


 


 


  


Recommendation 4 


 


 


 


  


Recommendation 5 


 


 


 


  







 


 


Have to grouped and sorted your data? It is organized so that trends can 


be seen? 


Have you adequately described the data? 


Have you sufficiently analysed the data to the point where it could be in-


terpreted ? 


Is the data presented honestly and in a clear manner? 


Have you met with the steering committee to discuss the possible interpre-


tations of the data. 


Has the evaluative judgement been made? 


Have the steering committee discussed the recommendations? 
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Data Management and Analysis  


Have you……...?? 


DATA ANALYSIS AND INTERPRETATION 







 


Planning 


Design 


Implement 


Data Analysis & 


Interpretation 


Reporting and  


Debriefing 


Phase 5 


REPORTING AND DEBRIEFING  


Steps: 


1. Draft the evaluation report 


2. Decide your communication strategy 


3. Adjust the program 


4. Debrief with the evaluation team 
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You are here 







The Design - Methodology  
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Introduction 


The easiest way to write any report is to first develop an outline. The following  headings are the 


usual headings  for an evaluation report. Within each heading, start with making bullets for 


each point that is important .  Once the key points are laid out, a paragraph can be woven in 


around it so that the report holds together and tells the story of the project.  


Key Points 


Steps taken 


REPORTING AND DEBRIEFING 
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The Findings and Analysis  
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Question 1 (Report major finding first, minor ones second.)  


 


What did you find? 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


What does it mean? 


REPORTING AND DEBRIEFING 
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Recommendations  


Conclusions 


Key Points 


Key Points 


REPORTING AND DEBRIEFING 
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Step 2 Build Communications Strategy 


Consider the best way to keep people informed as you go along. Have you: 


 


 Decided who gets the findings first? 


 Prepared a stand-alone executive summary 


 Prepared a PowerPoint presentation and speaking notes 


 Consulted with the departmental communication team? 


 Written in plain language? 


 Arranged for s translation? 


 Decided on how  and to whom the report will circulate? 


 


 


Executive Summary 


Key Points 


REPORTING AND DEBRIEFING 
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Step 3 Debriefing the Evaluation 


 A review of the evaluation process helps point out what could be improved for the next time. 


Using the standards explained on page 54 of the manual, a debriefing can tie up all of the  loose 


ends. Review the following items to see where processes can be refined during the next project. 


 


1.0 Evaluation Planning 


 
 an evaluation plan was developed 


 the evaluation report covered the evaluation issues 


 the report speaks to the relevance of the program for the people it serves 


 the plan includes inquiries on how effective the program is 


 were program budget and expenditure items included 


2.0 Competency 
 


 Did the evaluators have the knowledge /skills needed for the project? 


 


 


 


3.0  Objectivity and Integrity 
 


 Was there a situation where the evaluator had to declare a conflict of interest? 


 Were the Evaluators held accountable for their performance? 


 Were the evaluation expenditures are accounted? 


 Did the commissioner receive good value for the evaluation dollars spent? 


 Was the evaluation work completed within a reasonable time? 


REPORTING AND DEBRIEFING 
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4.0  Consultation and Advice 
 


 All of the necessary stakeholder were consulted 


 Was the report  reviewed by a peer group? 


 


5.0 Measurement and Analysis 
 


 Did the report contribute to management decision-making? 


 Were the findings relevant to the issues addressed  in the terms of reference? 


 Did the findings flow from the evidence? 


 Were the evaluation products useful to managers ?  


6.0  Reporting 


 
 The report was concise and clearly written 


 There was enough information for a proper understanding of the findings 


 the conclusions and recommendations flowed logically from evaluation findings 


 the reader was provided with appropriate context to the evaluation  


 The findings were an accurate assessment of the program results. 


 The report provided relevant analysis and explanation of any significant problems 


 The report contained clear and actionable recommendations 


REPORTING AND DEBRIEFING 







Reporting and Debriefing  


Have you……...?? 


 


1. Did you seek approval on the outline of the evaluation report? 


2. Have you achieved consensus on the evaluative judgement? 


3. Are the alternative explanations that would explain your findings? 


4. Is your steering committee aware of the findings so far? 


5. Have you drafted the evaluation report? 


6. Is the communication strategy approved? 


7. Is there agreement on the adjustments to the program? 


8. Have you debriefed with the evaluation team? 


9. Have you reviewed your performance against the evaluation standards? 
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INTRODUCTION 


 


 


 


 


 


 


 


 


 


Welcome! 


Many people find it useful to have some direction when it come to program development and 


design. A great idea for a program may not translate into a well  functioning program if some of 


the elements of good planning are not considered.   


 


This booklet contains many of the templates that you can use to sketch out your design for a new 


or re-engineered program. There is a short introduction for each checklist and template but fur-


ther information and explanations can be found in the manual. The Program Review Office is 


available to help you. If you are not certain or need a hand in working out some of the details 


please give them a call. 


1 







At the beginning of the design, the idea for the program and basic assumptions around it need to 


be discussed. To jumpstart your thinking and to ensure that the program starts off on solid footing 


review and document the following questions: 


 


1. Is this something that the government should be involved in?    


 


  Yes    No    Indirectly 


 


 


Substantiation: 


 


 


 


2.  How should government be involved in the activity?  (choose an option) 


 Contracting out          


 Regulation of private sector activities 


 Devolution to point of closest contact with the customer 


 Tax incentives or disincentives 


 Franchising 


 Subsidies to producers (grants, loans, equity investments) 


 Subsidies to consumers (vouchers, tax credits) 


 Policies allowing use of public property 


 Risk sharing (insurance, loan guarantees) 


 Technical assistance 


 Direct service delivery 


 Demand management through fees or taxes 


 Persuasion/education/social marketing 


 Catalyzing voluntary activity 


 Public-private partnerships 


 


3.  Is the intervention/program idea in line with the department’s mandate as approved by it’s      


Establishment Policy? 


Document the Decision to Invest in a Program  
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4.  Which level of government should operate the activity? 


 


 National             Regional           Territorial          Community 


 


 


 


5. Where will the accountability for this program lay? 


  


 


 


 


 


6.  Where should control of resources and operations lay? 


 With front-line program managers 


 With HQ Program Managers 


 Central administrative agencies 


 With the organization’s top managers 


 With work teams within the organization 


 With the community 


 With some combination of the above 


 


 


 


 


7. What administrative systems need to adjust in order to accommodate  the program? 


 The budget or finance administration processes  


 The HR process 


 The procurement procedures 


 The auditing requirements 


 Reporting mechanisms 


 Other 
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Document the Decision to Invest in a Program  







Fishbone Diagram 


A fishbone diagram can help to focus the efforts of the program by identifying the associated 


symptoms of the issue. This way the root causes can be considered. On this page, write out every 


issue that you are aware of that contributes to the problem that you are trying to resolve. 


All of the things that lead to current situation  


 


4 


Reference page  


12 in manual 







 


Fishbone Diagram 
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Grouping 1     [                                               ] 


Grouping  2   [                                               ] 


Grouping 3  [                                               ] 


 Grouping 4     [                                                  ] 


Grouping 5     [                                                  ] 


Each reason or cause that  


the situation exists 


How would you group these causes? 


From the prior page, from all of the causes of the situation that you want your program to address, 


how can they be grouped? i.e. like with  like, or similar subject matter. 







It is advisable to describe the operating environment where the program will be operating. When it 


comes the point where the Terms of Reference will be written for senior management’s considera-


tion, these points will be covered. 


  


 


Why is the program is being developed? 
 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


Describe client body: (identify who benefits and how they benefit) and the demographic). 


 


 


 


 


 


 


 


 


 


 


 


  


 


 


 


 


 


Setting Program Context 
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When it comes time to write the program goals, take a few minutes to review then manual. 


There are suggestions for writing goals that are within the program reach. Once you write the 


goals, take a hard look at each goal against the checklist below.  


 


 


 


Your proposed goals: 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


Check: 


 Goal does not over reach  program 


 Goal is measurable 


 Goal is realistic and achievable 


 The government has some influence on the outcomes or goals 


 The goal is written as a statement of accomplishment 


 


 


 


 


 


.  
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Program Goals  
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Sketch out the program theory: 


 


 


 


 


 


 


 


 


Theory of Change 


8 


The program theory  is an explanation of the mechanism that will cause the change in the 


presenting problem. The theory is applied in a linear sequence of events. In this box, write out 


how this program idea is going to change things. Then go step by step as to how that c h a n g e 


takes place. If xxx happens then YYY will result and so on:  


If 


Then 


OUTCOME 


If 


Then 


If 


Then 


If 


Then 
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Outcome 
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Hierarchy of Outcomes  


STEP 1 


(FIRST ACTION)  


 


This  hierarchy of 


outcomes is another 


way to express how 


your program activity 


links the each step 


towards the wanted 


outcome.  
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Choose Appropriate Logic Model 


 
 
 


10 


On the next three pages are different ways to do a logic model for your program. No one has a 


better concept of your program than you and your team so use these pages to sketch out how the 


program may work when operationalized.  


Outcome Hier-


archy 


Indication of 


Success 


Factors Performance In-


formation 


 (use from previous 


page) 


(How you will know 


this stage has been 


successful)  


(The factors that need 


to be in place for this 


stage to be a success)  


(What data will be 


collected to show suc-


cess)  
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Participation Learning Action Impact  Activity 


OUTCOMES (Based on Program Theory) 


 


Name one of the activities that the pro-


gram will do in each row below. 


   


 


  


    


  


Who will be on 


the receiving end 


of this activity? 


Who participates? 


 


What will they 


learn? 


  


What is the action 


they should take 


based on what they 


will learn? 


  


As a result of 


taking the ac-


tion, what will 


be the impact for 


the client? 


  


  


  


 


  


    


        


  


  


  


 


  


    


        


  


  


  


 


  


    


        


  


  


 


 


  


    


        


 


Logic Model 
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Activities Reaction/ Knowledge Attitude Shift/ 


Changed 


Behavior 


Impact 


Activity 1 How will the client react 


to the activity? 


  


  


  


  


  


  


  


  


What knowledge might 


be gained by the activity? 


  


  


  


  


  


  


  


Is there evidence of an 


attitude shift? 


  


  


  


  


  


  


  


  


Has there been a 


change in habit or be-


havior? 


What have been the im-


pacts on the client? 


Activity 2 How will the client react 


to the activity? 


  


  


  


  


  


  


  


  


What knowledge might 


be gained by the activity? 


  


  


  


  


Is there evidence of an 


attitude shift? 


  


  


  


  


  


  


  


  


Has there been a 


change in habit or be-


havior? 


  


  


  


 


 


Logic Model 
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Policy Base 


At some point you will need some kind of documentation that givens you the authority to carry 


out the program , even if it is an approved terms of reference. Have a look at the following instru-


ments to see which ones need to be developed prior to the implementation of the program. 


 


Which Instrument will be developed? 


 


 Ministerial Policy 


 Cabinet Approved Policy 


 Legislation/Regulations 


 Internal Departmental Procedure 


 Guidelines 


 Standards 


 Formal Agreements 


 None required 


 


 


GNWT policies reviewed for relevance 


 


 Sustainable Development 


 


 FAM Directives 


 


 Human Resources Policies/Agreements 


 


 Traditional Knowledge 


 


 Business Incentive Policy 


 


 


Management Principles to incorporate 


 


Empowerment        Equitable      Non Discriminatory 


 


Collaborative    Accountable     Timely 


 


Fair       Ethical     Responsive 
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Defined the manner of program delivery 


Invited partners to the design table 


Defined/evaluated alternate methods of program delivery 


Included provisions for program flexibility 


Examined program compatibility  


Utilized accepted management principles  


Assessed cost-effectiveness of the program  


Determined the feasibility of implementation  


Selected the best time for program launch  


Developed a communications strategy 


Attended to cultural and language requirements 


Developed documentation requirements 


Established the reporting cycle 


Sought approval for the accountability structure 


Implementation Planning 
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√ 


The following points are to help the planner  get ready for a presentation to senior management on 


the program, because these are the items that they may want to know about.  







Infrastructure 


 


Office space 


Vehicles (fleet) 


Sheds, parks, community space 


Transportation—roadways, air 


strips.. 


Water, power , Raw materials 


Expenditures  


 


Training time 


Advertising 


Publishing 


Honoraria 


Mail out costs 


Travel costs 


Photocopying 


Translation 


Food 


Long distance calls 


Computer time 


Backfill 


Pay and Benefits 


Insurance 


Office Supplies 
 


Human Resources 


Staff  


Professionals/technicians   


Mentors 
 


Equipment  


 


Office equipment 


Specialized heavy duty equipment  


Building / Maintenance Supplies 


Mainframes/special software 


Specialized electronic technology 


Program Supplies 


Resource Inventory 
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Potential Costs 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


Ensure Financial Feasibility  


 


The program cost must be 


known if the government is 


to avoid incurring unlimited 


liabilities 


Sometimes people will underestimate the costs of programming. This  list is to prompt  your think-


ing about where costs might be incurred that might not be initially considered. Some will apply  


and others will not.  There may be additional costs that are not reflected here. If In doubt, talk to 


your finance directors to get an idea if you are on track or not. 
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❒  Schools 


❒  Church 


❒  Business/Private enterprise 


❒  Nursing station 


❒  Detox centre 


❒  Recreation leaders/Centres 


❒  Seniors homes 


❒  RCMP 


❒  Daycares 


❒  Wellness coordinators 


❒  Band council /community government 


❒  Non-profit organizations 


❒  Management Board 


❒  TSC and PWS 


❒  Transportation 


❒  Devolution 


❒  HR (Job descriptions) 


❒  Professional Assoc 


❒  Languages/culture  


❒  Taxation 


Impact on Other Programs  
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Other Impacted Work Units 


❒  ____________________________________ 


❒  ____________________________________ 


❒  ____________________________________ 


❒  ____________________________________ 


There should be a considerable amount of consultation with partners and other interested par-


ties before the start-up of a new program. Sometimes there may be impacts on other agencies, 


departments or divisions in your own department that you may not have considered. Below is a 


list of  other community agencies that you should review to see if there are any impacts on their 


services, or if coordination is required between your and their  staff.  
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Performance Measurement and Program Evaluation 


OUTPUTS/OUTCOMES 


Output/target or 


metric 


Where is the 


data? 


Who collects it? When is it  


collected? 


Whom is it sent 


to? 


Who does the 


analysis? 


      


      


      


      


      


      


Reported Where:  
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Analysing Performance Data 


If you are going to keep track of performance metrics, have a plan in place from the start so that 


information is collected and stored in a manner that can be retrieved and then analysed. Every-


one in the program has to be aware of this expectation from the start. Below is a template that 


you can use and if there are additional elements for consideration you can revise the template.  
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A Simple Evaluation Plan 
 


 


 


 


 


Performance Measurement and Program Evaluation 


Evaluation Question 1  


What is the best tool to 


answer this question? 


Who (or what) will give 


you this information? 


When is the best time 


to collect this 


information 


Who on your team 


will be responsible 


for collecting this 


information 


Who will do the 


analysis? 


Evaluation Question 2 


What is the best tool to 


answer this question? 


Who (or what) will give 


you this information? 


When is the best time 


to collect this 


information 


Who on your team 


will be responsible 


for collecting this 


information 


Who will do the 


analysis? 


Evaluation Question  


What is the best tool to 


answer this question? 


Who (or what) will give 


you this information? 


When is the best time 


to collect this 


information 


Who on your team 


will be responsible 


for collecting this 


information 


Who will do the 


analysis? 
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Below is a simple evaluation plan that can be used to document how you will go about evaluat-


ing your program. Although this is a small template, you can recreate it into a larger format.  
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Final Checklist 


 


❒  Problem definition researched 


❒  Fishbone diagram completed 


❒  Context documented 


❒  Client body defined 


❒  Goals - written/ approved 


❒  If-Then relationships completed 


❒  Hierarchy of Outcomes completed 


❒  Program Logic Models drafted/ tested 


❒  Procedures and Process diagrammed 


❒  Asset Maps completed 


❒  Impact on other programs assessed 


❒  Policies developed  


❒  Budget completed 


❒  Timing - consulted on 


❒  Communication  methods chosen 


❒  Documentation preserved 


❒  Data collection system set up and evaluation framework in place 


❒  Reporting schedule approved 
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If you ask 100 people what the purpose of government is, they will likely 


respond: 


 


 To protect the rights of its citizens; 


 To protect us from ourselves or others; 


 To promote prosperity; 


 To promote equality; 


 To shape society; and, 


 To help people. 


 


One of the most important tasks of any government is to demonstrate effective and efficient 


government programs.  Not only does the government have to consider if it should be involved 


in a program, but it must assess how well the program operates and if it produces results. 


 


As performance measurement has grown and evolved during the past 25 years, so too has the 


theory on how programs are set up in order to obtain results. The framework for program design 


was meant to help document all major operational aspects of a program prior to the program 


being initiated in order to ensure that government resources would be deployed efficiently and 


the program would be implemented in a proper manner. 


 
What is program design? 


 


Within the Government of the Northwest Territories the term “program” is generally (but not 


always) used to refer to activities which serve the public, and “service” is generally used to refer 


to activities which serve other government departments.  (It should be noted that in the old 


Financial Information System (FIS) the term “program” is used to refer to a department of the 


GNWT.) 


 


The program design is a series of questions and considerations which guide a proposal writer 


through the design process of a new or re-engineered program.  Spending time at the front end 


in design and theory application will increase the chance that the program will succeed. It will 


also save time, money and frustration for those on the delivery end of a program by anticipating 


problems before they occur.  Items included in the planning framework include: 


 


 Context of the program; 


 Problem identification; 


 Program logic model and rationale; 


 Program implementation considerations like human, financial and infrastructure needs, etc,;  


 The basics of evaluation and monitoring so that the capture of information can take place 


right from the start. 


 


These are guidelines.  We recognize that many of these items and considerations will not fit with 


every program, but we encourage you to use the elements presented here that fit within the 


scope of the work that you are planning to do.  The principle of using the public’s money in the 


smartest way possible in order to give a community or individual client the most effective 


program, applies to every effort that the government undertakes.  
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Why Use Design? Blunders, Bloopers and Bad Ideas 
 


Despite the attitude of a few conspiracy theorists, government in North America rarely intends for a 


program to fail. But, there are cases where a program has been around so long that people get used 


to seeing it and no longer question it, and sometimes a key design element has been ignored and 


the program flops. Here are a few classic cases: 


  


 A program offered by the United States many years ago where 200 physicians were trained to go 


to Africa to offer birth control services and pap smears in a region of high economic instability 


and population increase. No one showed up. Why? Because the doctors were all male.  The re-


gion was Muslim. According to cultural beliefs, no Muslim woman would let a male doctor lay 


their hands on her person.  


 


 How about the case of famine in Eastern Africa? Food supplies were delivered. It was pork. The 


majority of the population were Muslim. It is taboo for Muslims to eat pork. 


 


 The story has been told (but not yet verified) that one staff person had been hired around the 


year 1588 to light fires across the White Cliffs of Dover in case of an attack by the Spanish Ar-


mada. The Armada was defeated that same year. The Dutch broke Spanish dominance at sea in 


1639.The position however,  wasn’t eliminated after World War Two. 


 


 One must feel sorry for Bruce Blair.  He admitted that “I feel like that person in the old movie who 


writes in lipstick on the bathroom mirror, ”Stop me before I kill again.” However in my case the leg-


end should be, “Stop me before I steal some more”.  His job was checking the weather in Russell, 


Kansas every hour and reporting to the Federal Aviation Administration. It was used to warn 


planes about bad weather in the area. Bruce saw just two landings in more than a year at his 


night shift, and he felt that he was stealing his salary. Yes, there 


are machines that do this kind of work, and they were on-site, 


but at the time the FAA had not eliminated the need for human 


staff.  


 


 Did you hear that the United States Department of Agriculture 


had an office in downtown Manhattan? It had one staff. It had 


been there since the 1800’s when New York had vast tracts of 


land used for farming. Everyone overlooked the fact that the 


city had changed around it. What we don’t understand is the 


diagram on the following page: 
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What you see below are farm subsidies in downtown New York City. The larger red blobs mark peo-


ple receiving more than a quarter of a million dollars in farm subsidies annually. There are no farms in 


New York City.  


 


In 2007 the Democrats passed a farm bill  that would continue giving Manhattan millionaires farm 


subsidies. The income of the “farmer” who requested the subsidy, could not be over 1 million dollars 


a year.  Happily, if your income was over 1 million dollars a year there were still loopholes that could 


help you . The Bush administration has proposed sharply reducing the income threshold to $200,000 


a year and ending many of those loopholes. That would reduce the number of subsidy recipients to 


less than 40,000 (of the current million or so recipients)—though it might put some rooftop gardens 


on Park Avenue out of commission. Why is the American taxpayer paying for this?  
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The Philosophy of Intervention 


 


Before you begin design, you must be clear IF this is something that government should get involved 


with. Even though a problem may exist the question must be asked, “Is this something that the gov-


ernment should be dealing with?”  Does it fall within the mandate or mission of the department?  Is 


government the best agency to implement a solution? Is there a current program that could be re-


engineered to be suitable to handle the situation? Are there other agencies better equipped and 


more familiar with the situation that could do a better job than government? 


 


There ways to decide where the solution to the problem should be housed. One way is to look at 


the program by itself, and follow through on the grid on the next page. This may help in decision 


making, but be forewarned; this chart will not help if the decision has to be a political one, and the 


political realities must be taken into account.  


 


Considerations for Making the Decision to Invest in a Program  


 


1.  What are the outcomes we desire? Are they in line with our organization’s Mission? 


 


 


 


2.  Should government play a role in producing those outcomes?  


  If not, abandon, sell, or give away the existing asset, or eliminate the existing  policy, regula-


tory, service-delivery, or compliance function. 


 


 


 


 


3.  Can the organization that handles this activity be given incentives and consequences for per-


formance? 


  The options include: 


 Enterprise management 


 Managed competition 


 Performance management 


 Pay for Performance 


 Reinvestment of budget savings 
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4.  How can the organization be accountable to its customers for this activity? 


 


 


 


 


 


5. Should it be the government that operates this activity? 


 


 If not, what arrangement would be best? There are alternatives to public service delivery that  


 policy managers sometimes use to achieve their goals. We have boiled these down to  these op-


tions: 


 Contracting out 


 Regulation of private sector activities 


 Devolution to point of closest contact with the customer 


 Tax incentives or disincentives 


 Franchising 


 Subsidies to producers (grants, loans, equity investments, favorable procurement policies) 


 Subsidies to consumers (vouchers, tax credits) 


 Policies allowing use of public property 


 Risk sharing (insurance, loan guarantees) 


 Technical assistance 


 Demand management through fees or taxes 


 Persuasion/education/social marketing 


 Catalyzing voluntary activity 


 Public-private partnerships 


 


6.  If so, which level of government should operate the activity? 


 


 National             Regional           Territorial          Community 
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7.  Where should control of resources and operations lie? 


 With front-line program managers 


 With HQ Program Managers 


 Central administrative agencies 


 With the organization’s top managers 


 With work teams within the organization 


 With the community 


 With some combination of the above 


 


 


 


8. Will a change the organization’s corporate culture be required? 


 


 


 


 


9. What administrative systems need to change in order to accommodate  these changes? 


 The budget and finance system 


 The HR system 


 The procurement system 


 The auditing system 


 Reporting structure 
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CHAPTER 1  


 


Problem Assessment 
 


 


1. Program Cycle 


2. Problem Definition 


3. Fishbone Diagram 
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Every program has a life cycle. It will move through different stages of development as the years or 


months go by. Some programs last for years. Some just for a few months, but if properly managed 


they will cycle through the same phases. Knowing where the program is in it's lifecycle, (if it is an ex-


isting program) will help you to focus in on the right approach for re-design or program evaluation. 


As you will see from reading through this manual, all of the components of the program cycle will be 


addressed in the program ‘s design. This will help you plan all of the stages. 
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Simple Program Cycle 
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PROBLEM ASSESSMENT 


Before you start designing your program … 
 


 


 It will be necessary to document the need for an intervention and to assess what has given rise to the 


problem.  If the intervention ignores the root cause of the problem, there is a tendency to treat the 


symptom which does nothing to solve the underlying difficulty. 


 


For example, teenagers taking drugs is a problem.  The program managers may know that it is a 


problem and may have statistics to show that there is cause for alarm.  A program may be designed 


to educate the teens about drugs and their effects.  This may be fine for some teenagers, but the root 


cause of the drug taking may not have been addressed.  It could be that there is a severe incidence 


of depression or boredom, family or self esteem issues amongst teens.  In either case, education 


alone is not likely to work.  Simply describing the problem is not the best way to plan an intervention.  


The assessment must take into account what is leading up to the problem in the first place.  Quite 


often there are many factors, which lead to social problems, and a good assessment will help to 


focus solutions on root causes. 


 


There are some cases, especially where the public’s safety is concerned, that the symptom itself is so 


destructive that the designer may wish to intervene on more than one level.   


 


Drunk driving is an example.  If the RCMP catches someone driving while under the influence, they 


can charge them, suspend their license or the courts may throw them into jail, which will make the 


roads safer for everyone else.  However, why this person chose to drink and drive may be a result of a 


long-standing problem with alcohol and drugs, which in turn resulted from childhood trauma, family, 


school, or job situations, or even economic disadvantage.  This may also require intervention at the 


level of personal counseling or treatment. 
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What does the problem look like? 


 


Describe the problem: Who has this problem? How many people have this problem?  


 
 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


Remember that different people may experience this problem in different ways and ser-


vice providers might  deal with different aspects of the same problem. 


 


 


What is the extent of the “problem”? 


 


Does it affect their family: spouse, children, parents or grandparents? Is it a community, 


regional or territorial problem or is it confined to a small but significant number of people? 


 
How does it affect the person/community? 


 


Does it affect their work? Does it affect their self-esteem, self-worth and/or health? How 


does it affect the environment, the culture and the community? 


 
What causes this situation? 


 


Are the causes economic, medical, environmental, cultural or social? What are the symp-


toms of this problem? 


PROBLEM ASSESSMENT 
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Underlying Problems 


 


If the Department of Health and Social Services  decides to do something about obese children, 


they may use this type of diagram to help them decide where to place their efforts. For 


example: What is the problem with lifestyle?  People lead laid-back (sedentary) lifestyles.  Why?  


They don’t exercise.  Why do they not exercise?  There are a variety of reasons. 


 


1. Weather 


2. Expense 


3. No Facilities 


4. Family patterns 


5. Technology 


6. No coaches 


7. Disability 


8. Attitude 


9. No babysitter 


 


Perhaps another reason that children are obese is because of poor choices.  Many people 


make poor choices because of ignorance; they are ignorant because they have no information 


or have bad information.  Perhaps they just don’t care.  Perhaps chubby children are considered 


healthy and strong in their eyes. Once you have exhausted all of the potential reasons and 


causes for obese children, you need to verify your hypothesis through data collection and then 


decide where you can intervene to have the greatest impact.  


 


So, of all of these groupings, which agency in  the community is best prepared to deal with this 


problem? Is what you propose to do the same as they are already doing, or is your intervention 


complementary? Where would your most effective partnerships be? 


 


 
 


 


Community   Agencies 


Type of problem 


PROBLEM ASSESSMENT 
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Underlying Problems 


 


A fishbone diagram is a simple way to look at a complex problem.  It has been used for many 


years to lay out a situation so that a designer can get a snapshot view of all of the factors at play.   


Draw a line and state the presenting problem.  For example, “obese children” or “children are 


becoming obese”.  From this then ask, “why?”  One reason - lifestyle.  This would branch off the 


main line.  OK - so what is the problem with lifestyle?  People don’t exercise.  This line branches off 


the lifestyle line.  Fine.  Why don’t children exercise?  Add all of the reasons kids don’t exercise.  


Each reason gets its own line and from each reason, you can ask “why” again and then branch 


off each reason. Use this for design, it really helps to decide where in this complex situation you 


can intervene.   


PROBLEM ASSESSMENT 


Media Marketing


Eating habits


Family


 Pattern


Changing family


structure


Cultural Acceptance


Unable to harvest


traditional food


diabetics


Brown fat


Ignorance


Societal


Safety


Healthy food


 too expensive


No


 Exercise


Family


Pattern


No facilities


Weather Programming
Money for


equipment


Nothing


 for kids


Technology


(games & TV)


Wildlife


No choices


in store


Food


 is old


Too lazy &


 tired to cook


Lack of creativity
Boredom


Obese Children


Lack of skills


Don't understand


poor food choices


Don't care


Don't understand overeating
Lactose


 intolerance


Convenience


Food


FISHBONE DIAGRAM


Example: Obese Children


Genetics Poor Choices


Lifestyle


Environment
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PROBLEM ASSESSMENT 


Consider the following: 


 


What gap in existing programs will be filled? 


 


Has the proposal been developed in response to a demand or expressed need 


by a particular stakeholder or interest group? 


 


Does the proposed program address a commitment established in policy or 


legislation? 


 


Does the proposed program support any priorities and strategic initiatives from 


Cabinet or the GNWT? 


 


Have you established the root cause of the problem through solid research, and 


not just the opinion of stakeholders or beneficiaries. 


 


WHAT IS THE COST OF NOT DOING THE PROGRAM 
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CHAPTER 2 


 


Design  
 


1. Setting the context 


2. Writing Goals 


3. Program Theory/If-Then Relationships 


4. Hierarchy of Outcomes 


5. Program Logic Models 


6. Program process  


7. Asset  Maps 
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Where to Start the Design 


 
So far you should have a good understanding of the problem and laid out the potential avenues 


of intervention through the fishbone diagram. It might be wise to conduct a literature search to 


give ideas on how the problem is being approached in other jurisdictions. There may be evalua-


tion or audit reports that point out what works well and what needs improvement. Now the de-


sign can begin. 


 


1. Describe the context and the operating environment in which the program will be situ-


ated . This includes the reasoning behind the decision to proceed, clients, and  demo-


graphic. This is generally background information.  


 


2. Write the program goals-Engineer the goals into the actions that you decide will prompt 


 the best results. 


 


3. Formulate and substantiate your program theory: The program theory is the mechanism 


 that causes the program to produce the results that you are looking for. Even if this is an 


 entirely new idea, there must be some theory of change that leads the designer to think 


 that the idea will work. This will lead to the hierarchy of outcomes that measures will be 


 based on. 


 


4. Chose the most appropriate program logic model :The logic model will use the work pro-


 duced through the program theory and follow through with the factors needed for suc-


 cess at each stage of the change effort.  


 


5. Chart out program process and asset maps: The program process will lay out the se-


 quence of events to production of an outcome. This is important as a check on standing 


 policy and to help identify potential bottlenecks. Even if the idea and theory is sound, if 


 the operating procedures are flawed the program may fail to achieve the results that 


 were hoped for.  Asset maps help to view the resources that the office or the community 


 have to contribute to the program. 


 


6. Begin writing the Terms of Reference for the program. Start writing the terms of reference 


 to document the program from its inception. Mission drift can occur over the years and 


 the original intent of the program gets lost.  The document will also act as a communica-


 tion tool whereby everyone has the same understanding of the approved program and its 


 objectives.  
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DESIGN 


Setting the Context 
 


 


 


Why are you developing this program? 
 


Give the background as to how the problem was presented and then verified.  Document the 


root causes leading to this problem.  It is helpful to include comparisons to programs in other 


places as a part of background exploration. This is the initial work in establishing the need for the 


program.  


 


Client Body 


 


Your examination of the problem should give you verification of who your client is.  Be clear on 


who will be receiving the services and who the beneficiaries  will be. 


 


For example if you run an alcohol and drug program, the person with the addiction may come 


to you as a client for detoxification, but their family may be a secondary client, because they 


benefit from the help that the primary client is receiving. This is important because you may need 


to decide where to place your efforts.  If you only have so much money, the primary client will 


come first and then what you have left over may be offered to others. 


 


If your approach to addictions is a “systems” one, you may decide that treating the whole family 


is the best way to go which means that you may not have the money for detoxification in your 


budget.  Here, it is not the person with the addiction that becomes your client but the family as a 


group. 


 


Government at times assumes that everybody is a stakeholder.  While a community at large may 


benefit from a program, the program designers have to be careful not to spread their efforts over 


such a large area that the primary concern gets lost. 


 


Demographic 


 


Your exploration of the problem may tell you things that might help you to really focus your 


efforts; for instance, if you are working with people, how old are they?  Are they male or female?  


Does their education play a role?  Is their health important?  What do they do for a living?  Are 


they in school?  You might be able to tailor your program to a particular group of people who 


have similar characteristics. 
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DESIGN 


Writing Program Goals 
 


What do you want the future to look like?   


Writing down the goals is the first step towards achieving them. This short and simple statement 


should clarify for your public, clients and staff what the program aims to achieve. Somehow hav-


ing things in writing really makes them seem more important to most people. It will also make it 


easier to make the plans needed to reach your goals. Here are some tips. 


 


 


 


 


The goal should be something that you 


have some influence on 


You may find that the broader that the 


goal , the less influence you can have on it. 


Even if you cannot control the problem 


that you are trying to solve, you must be 


able to have some influence on it.  


 


Write your goals as a statement of accomplishment 


 The goals should be written with the end results in mind, not as a statement of intent.  


Do not make goal statements that over-


reach the program 


Don’t make the mistake of overreaching 


the goal to the point where it has no attri-


bution. Pull in your goal statement to im-


pact on the target population which then 


may transfer over to a community benefit, 


but keep the goal in line with the man-


date of program.  


Make the goal realistic and achievable 


There are times that government writes 


their goal statements so high that they  lose 


all meaning for the people in the program. 


It can be depressing when the goals are so 


“pie-in-the-sky” that they cannot possibly 


be achieved. By all means have a vision 


statement that can be a touchstone, but 


remember that you may test against these 


goals so make them realistic.  


Make the goal measurable 


Making the goal realistic and achievable 


will help with its measurability.   
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The program theory  is an explanation of the mechanism that will cause the change in the 


presenting problem. Why will your proposal work? In other words, if you do X then Y should 


happen.   These are the underlying assumptions about why the program should work.   


 
At the heart of the program theory is to apply the theory in a linear sequence of events. The one 


key element that all formats have in common is the clarification of objectives or outcomes - i.e., 


what is the change that we are trying to bring about through this intervention, and why do we 


think that certain activities will bring about this change.  This will then drive decisions regarding the 


appropriate resources and activities, which can be tested for plausibility. 


 


 


 


 


 


 


This is the explanation of the “If-Then” relationship: This cause and effect chain is called an 


outcomes hierarchy.  The logic assumes that each lower outcome has to be achieved before the 


next higher outcome can take place. An outcomes chain is best drawn up at the start of a 


programme, and concurrent to the design of the ‘logframe’ if one is being used. It will help you 


better understand the way your outcomes interact and the dependencies between them, as well 


as to set realistic timeframes to measure progress. 


 


 


DESIGN 


If 


 


Program invest 


time and money 


Then If 


 


Resource 


inventory can 


be developed 


Then If 


 


Families will 


know what is 


available 


Then If 


 


Families will 


access services 


Then If 


 


Families will 


have needs met 


If 


 


Information 


about 


training 


needs of 


target group 


is available 


Then If 


 


Office skills 


course for 


target group 


is prepared


  


Then If 


 


Appropriate 


people apply 


for the 


course 


Then If 


 


Participants 


react 


favorably to 


the course 


Then If 


 


Course 


graduates 


have suitable 


skills and 


knowledge 


Then If 


 


Long term 


unemployment 


in target group 


is reduced 


Program Theory   
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Hierarchy of Outcomes - Examples 


An outcomes hierarchy for 'an apple a day' program showing possible different causal paths. An 


outcomes hierarchy shows all the outcomes (from short-term to longer-term) required to bring 


about the ultimate goal of an intervention. Unlike results chains, it does not show the activities 


linked to these outcomes. To figure out if X will cause Y, the theory behind the diagram needs to 


be laid out.  What is the sequence of events that will lead to your outcomes?  You need to test 


your theory.  A generic model looks like this: 


(Funnell, S. and Rogers, 


P. (2011) Program The-


ory: Effective Use of 


Theories of Change and 


Logic Models San Fran-


cisco, CA: John Wiley & 


Sons 


Program Outcome Achieved 


Problem is avoided 


Application of new skills, attitudes 


New attitudes skills and knowledge 


Program is implemented 


Workable program is designed 


Step 5 


Step 4 


Step 3 


Step 2 


Step 1 


DESIGN 
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Hierarchy of Outcomes - Example 
 


Quit Smoking Program 


 


 


DESIGN 


Another example of a hierarchy would be 


laid out as such: 


 


The quit smoking program is a public edu-


cation campaign run through the media.  It 


aims to influence people’s behavior using 


educational strategies. 


 


Starting at the bottom each activity ripples 


upwards until the outcome “Decrease to-


bacco related disease” is achieved. 


Outcomes 


Decrease in tobacco 


related disease 


 


People quit smoking 


Changed attitude to smoking in 


target group 


Target group is exposed to the 


campaign 


 


Media advertising is prepared 


Information on smokers resources 


available 
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Hierarchy of Outcomes - Example 
 


 


DESIGN 


Case Planning 


 


A case management program 


aims to influence people’s 


behavior to achieve it’s overall 


objectives. 


 


It uses strategies which treat each 


case (person or group) individually, 


and sets objectives on a case by 


case basis. 


 


The assumption behind a case 


management program is that as 


each individual achieves his/her 


own objectives, the circumstance 


of all of the target group will 


improve, and the overall program 


objective will be achieved. 


Outcomes 


Reduced long term dependence and 


cost to government 


 


Life circumstances improved 


Short Term objectives 


progressively achieved 


Selected individuals programs 


satisfactorily implemented 


Realistic Objectives set on a case by 


case basis 


Accurate identification of needs 


and capacity on a case by case basis 


 


Target group access program Step 1 


Step 2 


Step 3 


Step 7 


Step 6 


Step 5 


Step 4 
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DESIGN 


Results Chains and Program Logic Models 
 


The development of a program logic model is designed to 


provide a map of what a program is intended to do (Owen with 


Rogers 1999).  Various authors have used slightly different terms 


to describe this concept: Patton (1997) proposes a “chain of 


objectives”; Funnell (1997) refers to a “program logic matrix”; the 


Treasury Board Secretariat of Canada uses a “results chain”.  


There is some confusion around the terms and how they are 


used. Results chains look like this: 


 


 


 


 


 


 


 


 


 


These are not logic models. There is no program theory included that explains the connection 


between the levels of attainment (the outcomes.)  


 


A program logic model is used to conceptualize a program and to provide a basis for monitoring 


and evaluating performance. Adaptation and adjustment of the logic model may be required as a 


program evolves. Regardless of the format, all logic models are based on a series of “if-then” 


assumptions.  The notion of a logical “if-then” relationship between actions and outcomes is intrinsic 


to the definition of the program, which can be thought of as “an intervention aimed at addressing 


a perceived problem or meeting a perceived need in society”. Most programs cannot be 


expressed as simple two-element “if-then” relationships, but require a chain of “if-then” relationships 


to describe the intricate linkages among actions, outputs, and a series of outcomes.   


 
Types of Logic Models  


 


The most common logic model format is a matrix or chain which includes several of the following 


key components:  inputs (resources and activities), outputs (activities and/or products), 


stakeholders or audience, outcomes (generally presented as a short-term, interim, and long-term or 


impacts), and assumptions. These are connected by either an outcomes hierarchy or the 


application of program theory. The selection of the appropriate format depends on a number of 


factors; chief among these is the stage of program development.  There is no set format— it all 


depends on how the program will be set up to produce results. 


Inputs Program 


Activities 


Program 


Outputs 


Short Term 


Outcomes 


Medium Term 


Outcomes 


Long Term 


Outcomes 
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DESIGN 


Program Logic Models 
 


 Activities  refers to actions undertaken as part of program implementation (resources are a 


  component of activities); 


 Outputs - refers to tangible products and services that result from the activities; 


 


 Outcomes – refers to specific changes in program participants’ behavior, knowledge, skills, 


status and level of functioning. For the purposes of this paper, no distinction will be made 


between short-term and intermediate outcomes, and all outcomes will be considered to be 


“outcomes of interest” as defined by Mohr.  These will become the focus of the proposed 


impact evaluation framework. 


 


 Ultimate outcomes – refers to the fundamental change occurring in communities or systems, at 


least in part as a result of program activities, over the longer term. Ultimate outcomes cannot be 


attributed directly to program activities, as other societal factors will also influence their 


achievement. 


 


Program logic models can be described in narrative form, presented as simple or complex matrices, 


as simple line diagrams, as cascading lines of text, or as intricate flow charts.  Graphic illustrations 


may flow vertically or horizontally.  The components of program logic models also differ, depending 


on a number of factors - including the preferences of the evaluator, the complexity of the program, 


the stage of the program at which the model is being developed, and the intended audience. 


 


Examples: 
 


 


 
 


 


 


 


 


 


 


 


 


 


Outcome 


Hierarchy 


Indication of 


Success 


Factors Performance 


Information 


Inputs Activities Participation Learning Action Impact 


OUTCOMES (Based on Program Theory) 


Inputs Activities Participation Reaction/ 


Knowledge 


Attitude Shift/ 


Changed  


Behavior 


Impact 


1 


2 


3 
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DESIGN 


Each outcome in a hierarchy will have attributes or 


indicators of success. These are items that you will use as 


judgements of the success of that particular outcome. So 


far each outcome has only been described by a brief 


statement. It is helpful to identify specific characteristics of 


a successful outcome.  These characteristics are called 


attributes or indicators of success for the outcomes. They 


describe what the outcome is expected to look like if the 


program is operating successfully. For example:  


All graduates demonstrate satisfactory competencies 


All graduates feel confident to apply for office jobs. 


 


Outcome 


Hierarchy 


Indication of 


Success 


Factors Performance 


Information 


Outcome 


Hierarchy 


Indication of 


Success 


Factors Performance 


Information 


1. Info about training needs of tar-


get group available 


2. Office skills course for target 


group is prepared 


3. Appropriate people apply for 


the course 


4. Participants react favorably to 


course 


5. Graduates attain office skills 


6. Graduates get office jobs 


7. Long term employment in tar-


get group is reduced 


In order for you to get the success that you want, what 


needs to be in place?  What conditions must be present 


for each outcome to be realized?  Once important fac-


tors are identified, program managers can plan strate-


gies to deal with them.  Each outcome in the hierarchy 


will have factors that influence it’s success. For example, 


Instructors have identified literacy as a student weak-


ness “You can’t expect all the kids to get office skills 


when half of them cannot read or write properly!”  Fac-


tors might be: 


Literacy levels of the students 


Suitability of the teachers 


For the final part of the model we 


need to work out what information we 


will need in order to see whether the 


outcome is being achieved.  What 


measures can be used to tell you that 


you got results?  Are your expectations 


being met? How will you measure the 


indications of success? For example: 


Indication of success  - All graduates 


feel confident to apply for office jobs. 


This leads to performance informa-


tion— 80% of students have applied 


for office positions. 


Example 1 
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DESIGN 


      


 


Bringing all of these elements together results in a framework that looks 


like this: ( only 5 and 3 were filled in because of space) 
 


 


 


 


 


 


 


7. Long term unem-


ployment is reduced 


 


6. Graduates get office 


jobs 


 


5. Graduates have suit-


able knowledge, 


skills and attitudes 


 


 


 


4. Participants react 


favorably to the 


course 


 
 


3. Appropriate people 


apply for the course 


 


 


 


 


2. Office skills course 


of target group is 


prepared 


 


1. Information about 


training needs of 


group documented 


OUTCOME 


HERIARCHY 


INDICATORS OF 


SUCCESS 


FACTORS PERFORMANCE 


INFORMATION 


 


 


 


 


 


 


5.  Graduates have 


suitable knowledge, 


skills and attitudes 


 


 


 


 


 


 


 


 


 


 


 


 


 


All graduates 


demonstrate 


satisfactory 


competencies 


 


 


 


 


 


 


 


 


Participants’ literacy 


levels 


 


Teachers ability and 


experience  


 


 


 


 


 


 


Patterns of graduate 


test scores (gender, 


background) 


 


 


 


 


 


3.  Appropriate 


people apply for the 


course. 


All people who are 


screened into the 


program will 


graduate 


Course Information 


has to get to the 


right people 


 


Screening tools 


must be accurate 


Drop out rates and 


debriefing interview 


Example 1 
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Another way to set up a logic model involves looking at changes in behavior.  The theory is that 


a program imparts information to audience, the audience changes their attitude and then their 


behavior which then results in the impact or outcome that the program is trying to achieve.  An 


educator by the name of Kirkpatrick developed a pyramid that shows the steps that people go 


through to learn something.  As you can see, a person reacts to the information, they learn the 


content, it transfers over to their attitude, then behavior, and then once they change the 


behavior, results occur. 


 


This model assumes that once learning occurs, a change in 


behavior, or action will be taken.  These intervals in some 


programs, (not all) can be similar to short term medium term or 


longer term outcomes.  There is no guide for estimating time.  In 


other words, what is short term in one program may be medium 


term in another program.  You must make these judgments 


yourself.  The point to remember is that is progressive.  “C” will 


not happen until “B” takes place.  “B” will not take place until 


“A” happens. 


 
 


 


 


 


 


 


 


 


 


 


 


DESIGN 


 


Learning Action Impact 


What do you think the 


participants will know, feel, or 


be able to do after the 


program? 


How do you think the 


participants will behave or 


act different after the 


program? 


What kinds of impacts (or 


outcomes) can result if the 


participants behave or react 


differently? 


 Awareness created 


 Knowledge gained 


 Attitudes changes 


 Skills developed 


 Aspirations sparked 


 Behavior changes 


 Practice adopted 


 Decisions made 


 Policies changes 


 Social action initiated 


 Social impact 


 Economic impact 


 Civic impact 


 Environmental impact 


Example 2 
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DESIGN 


Give a person information 


The person reacts to the information 


The information changes their attitude 


Changing the attitude will  lead to a change in behaviour 


Changing the behaviour will result in a correction of 


the problem that you are trying to solve 


What is the theory of change  


for example 2? 


Inputs Activities Participation Learning Action Impact 


What things do 


we need to 


achieve our goals 


What do we 


have to do to 


ensure our goals 


met? 


Who needs to 


participate?  Be 


involved?  Be 


reached? 


How do we think 


participants will 


know, feel, or be 


able to do after 


the program? 


What do we think 


participants will do 


after the program 


What kind of im-


pact can result of 


the participant 


reacts or  


behaves differ-


ently? 


 


 


Staff 


Volunteer 


Time/Money 


Equipment 


Technology 


Partners 


Workshops 


Meetings 


Camps 


Curriculum 


Publications 


Media 


Website 


Projects 


 


 


Number 


Characteristics 


Reactions 


 


 


Awareness 


Knowledge 


Attitudes 


Skills 


Aspirations 


 


 


Behavior 


Practice 


Decisions 


Policies 


Social Action 


 


 


Social Economic 


Civic 


Environmental 


OUTCOMES 
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DESIGN 


Inputs Activities Participation Reaction/


Knowledge 


Attitude/ 


 Behavior Change 


Results 


3 staff 
100k budget 
Access to search 
aircraft 
1000 sq ft office 
space 
GPS 
Landsat link ups 
5 training elders 
Survival equip-
ment 


Promotion 
and delivery 
of training 
 
 
 
 
 
 
 
 
 
 
 


Yearly training 
for children in 
grade school 
“hug a tree 
program” 


 
 
 
 
 
 
 
 


Children have 
to have fun in 


course 
 
 


Children learn 
why they 


should stay in 
one place 


 
 
 


Children  learn 
how to keep 
themselves 


safe until res-
cue. 


Less fear  results in 
less panic for the 


child 
 
 


Child will stay 
closer to last 


known position 
(LKP) and easier to 


find. 
 


If the child stays in 
one place they do 
not expend their 


energy trying to get 
out they will be 


less susceptible to 
hypothermia. 


 
Children learn how 
to pack for a hike 


( food , water,  
whistle  and lay-


ered clothing) 


Less panic means the 
child will use the les-


sons learned and  ulti-
mately there will be 


fewer deaths  for chil-
dren getting lost in the 


woods. 
 


When the LPN is 
known different  mo-


dalities for search can 
be used effectively 


( aircraft, boats, snow-
mobiles, trackers) re-
sulting in finding the 
child quicker  avoid-


ing fatalities. 
 
 


Equipment  that the 
child carried may im-


prove their chances of 
survival. Death is 


avoided.  


OUTCOMES 


Example 3 


 


Search and Rescue Training –note that this would 


be only one of the activities of such a program 
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CHAPTER 3 


 


Implementation 


 


1. Policies 


2. Procedures and Process 


3. Impact on Other Programs 


4. Design Considerations  


 Budgeting 


 Culture 


 Timing 


 Communication 


 Documentation 
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Policies 


IMPLEMENTATION 


Drafting your own policy 


 


You will have to have some operating policies to assist those who have to make program deci-


sions. In some cases standard operating procedures would be more appropriate.  Be aware that 


your policies can cause unintended impacts for your clients or for other programs. Try to anticipate 


the reach of the policy and the potential benefits and drawbacks of each policy statement. 


 


For example eligibility—If you review the purpose of your program and use the data collected in 


the examination of the original problem, eligibility criteria should become apparent.  Describe 


these criteria in detail along with the basis for their development.  If eligibility criteria are similar to 


those applied in other programs, there may be an opportunity to streamline administrative proc-


esses.  Will access to the program be limited?  If so, will a procedure will be used to establish prior-


ity among applicants?  If access is not limited, how will this affect the estimated costs? 


 


Is there a possibility that an appeals process will be needed? Who will adjudicate the appeals and 


what criteria will be used? 


 


You will also have to ensure that your program policies and procedures are in agreement with all 


GNWT policies and legislation. If you work for the GNWT, you should acquaint yourself with the Col-


lective Agreement and the Human Resource Policies that might affect your staff.   


 


Sustainable Development 


 


The principles and provisions of the Sustainable Development Policy (51.05) apply to all GNWT de-


cisions and actions related to resource development.  The policy identifies Sustainability Guidelines 


and Sustainable Development Objectives. 


 


FAM 


 


If a social welfare type program or any program that gives away money, both will likely be 


needed. It is highly recommended that consultations take place on these matters before institut-


ing them.  Check with the Audit Bureau or the Department of Finance’s Accounting Division  or 


Management Board Secretariat to make sure that your procedures are proper. At the very least, 


you should also be sure to check the Financial Administration Manual for information concerning 


money transactions. 
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Policies 
Code of Conduct 


 


How you treat your clients and behave in the work place is a very important matter.  If your work for 


the GNWT you should acquaint your staff with the GNWT Code of Conduct, and if you work for a 


third party outside of the government you might want to review the agency’s code of ethics or 


code of conduct. 


 


Anytime you work with a vulnerable population, (the sick, elderly, the very young, species at risk) 


you must make sure that you have policies to protect what ever it is that you are trying to assist.  Not 


only is it important your staff know how to behave and act, but your clients are informed as to what 


their rights are.  Everyone should be treated with dignity and respect. 


 


If you deal with sensitive or personal client information, you will need to have a mechanism in place 


to guide your staff in how to deal with sensitive or confidential information.  Here are some 


suggestions: 


 


 If you have client files with personal information, they should be stored in a locked cabinet. 


 Remind your staff that discussing client issues or sharing their information is a public setting is 


unacceptable. 


 Confidentiality must be ensured at all times. 


 Don’t leave client files lying around. 


 


 


Traditional Knowledge 


 


Two of the principles of the Traditional Knowledge Policy (51.06) should be reflected in program 


planning: 


 


 “Government programs and services should be administered in a manner consistent with the 


beliefs, customs, knowledge, values and languages or the people being served”; and, 


 “Traditional knowledge should be considered in the design and delivery of Government 


programs and services”. 


 


IMPLEMENTATION 
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Procedures and Process 
 


Your procedures need to outline the me-


chanics of your program. This makes sure 


that everyone will be treated in the same 


way, plus it will help your staff to get started 


in running the program.  The process needs 


to be charted out.  A flow chart can help, 


especially in circumstances where applica-


tion or registration procedures are involved. 


 


You need map out each step in the proc-


ess from start to finish and examine it for 


bottlenecks, or tie-ups.  If you can combine 


two activities while handling one sheet of 


paper, do so.  If you have unnecessary 


steps, eliminate them.  If functions can be 


combined, combine them.  If you can get 


something safely done in a fewer number 


of steps, you are more efficient.  Look at 


the length of time it takes to get something 


processed, and see if it is a reasonable 


amount of time.  If not, then start over.  


Also, look at the physical environment to 


see if it facilitates efficiency.  If your recep-


tionist is expected to file and his/her desk is 


on the first floor while the filing cabinets are 


on the third floor, you will lose efficiency 


because of your office layout. 


 


How the proposed program will be deliv-


ered needs to be addressed.  It needs to 


have operational considerations on: 


a. How the program will be delivered 


 Application procedures 


 Personnel involved in actual delivery 


 Where the program will be housed 


 The accountability chain - who an-


swers for what 


 Public relations requirements 


IMPLEMENTATION 


 


 Procedures for monitoring and reporting results 


 Major roles and responsibilities 


 


b. Program design should ensure that the organiza-


tion’s structure for program delivery can accom-


modate possible future transfers to community 


governments or other groups. 


 Are there minimum standards for this kind of 


program? 


 Can any resources be shared? 
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Example: Search Procedure Process 
 


This is a typical example of what happens in a Search and Rescue operation. If something goes wrong in a search op-


eration, a diagram like this can help pinpoint the trouble area so that an appropriate solution can be found. 


 


IMPLEMENTATION 


Person gets lost


Family &


friends go


looking


Family & friends


are successful


Life saved


Family & friends


unsuccessful


RCMP notified


RCMP notifies


Rescue


Coordinator


Center (RCC)


RCC calls


CASARA


RCC notifies


Squadron 435


(who goes on


standby)


CASARA Search


Successful


Life Saved


CASARA Search


Unsuccessful


RCC Notified


Squadron 435


joins CASARA in


search


Search successful
Search


unsuccessufl


Life saved Loss of life
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John F Kennedy School of  Government, Harvard University exam-


ples of Reform process in China for Justice Department.  


 


There is no one correct way to lay out your diagram. It can be done in a linear fashion as the 


search and rescues diagram shows, in a spiral or even a zig zag pattern. How ever you choose 


to visually represent the process, it should be explicit enough to show bottle necks, deployment 


of resources and can even be assigned timings that will follow the activities. (Such as 10 days 


from point a to point b, etc). 


Example: Process for Judicial Reform in China 


IMPLEMENTATION 


3.4 







Abbott Nutrition has laid out their manufacturing process in a diagram that is simple and visually pleasing. 


It includes their loop for quality control. Again there is no correct pattern to follow , but your procedure 


must be adequately represented. 


Example: Manufacturing Process for Abbott Nutrition 


IMPLEMENTATION 
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IMPLEMENTATION 


 


 


There are two ways that asset maps are used. It will be up to the designer to decide if their use is 


appropriate. The first kind of asset map is a community asset map, the second is a basically a re-


source inventory. A community asset map is a portrayal of the assets (skills, knowledge, talents 


and resources) that the members of a community and community organizations can bring to 


the table to solve a problem or to take advantage of an emerging opportunity. The use of this 


process can lead to community mobilization and empowerment. They can be organized like the 


following: 


 


This process has 


been used success-


fully in the north for 


many years and in 


1990 the (then) De-


partment of Health 


went into each com-


munity to document 


what was available. 


The Legislative Li-


brary still has these 


Community Profiles. 


Asset Maps—Community 


Figure 1 Disaster Manage-


ment: Strengths and Com-


munity Perspectives` Jour-


nal of Global Social Work 


Practice, Volume 2, Number 


1, May/June 2009  Ngoh 


Tiong Tan Professor of Social 


Work Augsburg College, 


USA Figure 2 University Out-


reach and Extension 


University of Missouri System 


and Lincoln University 
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Asset Maps (Resource Inventory) 


Human Resources 


 


Staff and their skill sets 


Professionals/technicians   


Volunteers 


Mentors 


Lobby groups 


Infrastructure 


 


Office space 


Vehicles (fleet) 


Buildings 


Sheds, parks, community space 


Transportation—roadways, air strips etc 


Water, power lines 


Raw materials 


Networks and Partnerships 


 


Supply chain network  


NGO partners 


Other GNWT departments 


Local Private sector 


Federal Departments 


Professional associations 


Public institutions  


Retailers 


Mass Media/Social Media 


Budget and  Revenue 


 


Training time 


Advertising 


Consultant time 


Publishing 


Honoraria 


Mail out costs 


Travel costs 


Photocopying 


Translation 


Food 


Long distance calls 


Computer time 


Backfill 


Pay and Benefits 


Insurance 


 


Equipment  


 


Office equipment 


Specialized heavy duty equipment  


Building / Maintenance Supplies 


Mainframes/special software 


Specialized electronic technology 


Look for opportunities to share resources with other programs, (like splitting overhead costs).  Consider ad-


ministrative efficiencies like “one window” application procedures, etc. 


IMPLEMENTATION 
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Impact on Other Programs  
 


 


 


 


 


 


 


 


 


 


 


It will be important to look holistically at the program and its impact on other programs and services 


that are offered by government and third parties.  These might include corresponding reductions in 


needs for to other programs, increased demand on related programs, or increased infrastructure 


demands.  Where such an issue is identified, consultation should be undertaken with affected 


GNWT departments or other parties.  Be sure to remember the indirect financial impacts, which may 


arise as a result of program implementation. Will there be an impact by your program on other local 


organizations or programs? Consider the following: 


 


 


❒  Schools 


❒  Church 


❒  Business 


❒  Nursing station 


❒  Detox centre 


❒  Recreation leaders/Centres 


❒  Government office maintenance 


❒  Seniors homes 


❒  RCMP 


❒  Daycares 


❒  Wellness coordinators 


IMPLEMENTATION 


We are shutting 


down the Alcohol & 


Drug Rehabilitation 


Centre 


The Salvation Army 


shelter will fill up. 
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Design Considerations 


 


Timing  
What time of year is it?  Is there anything going on in the community during the first few weeks of 


your program’s start date that you need to be aware of? 


 


Have you considered: 


 Hunting season 


 People out on the land 


 Events in the community 


 Christmas 


 School break 


 End of school year 


 Elections 


 Other surveys underway 


 Fiscal year end 


 Winter roads/ transportation issues 


 


Are you introducing a new program along side an existing program during busy season?  What do 


you think that program can handle at that particular time? Look at community and town websites, 


sometimes civic events are posted. 


 


What might be good for your clientele?  Is there a particular time that might be harder for your 


client group?  There will be times in a small community that introducing a new program will not be 


a good idea.  If the community has just experienced a death, a suicide, a tragic accident, or 


other loss, the community people will be grieving.  Entering your program may be the last thing on 


their mind.  Talk to the Band Council - they may be able to give you good advice.  Might there be 


an opportunity to unveil the new program during a particularly exciting time? 


IMPLEMENTATION 
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Design Considerations 


 


Communication 
How can you get people to participate?  You can invite them by letter, referral, personal 


invitation, radio, or newspaper, depending on the program.  Remember that if the program you 


are promoting is very personal, people may not be comfortable in stepping forward.  Referral 


agencies work well here - so you must be ready with a communications strategy to inform them 


about your plans. Make sure to communicate plans in the language that the audience will 


understand. This might mean working with translators. 


 


Who needs to receive the information? 


 Your stakeholders 


 Your clients 


 Referral Agencies 


 Community groups 


 Funding bodies 


 The public 


 Community leaders 


 People who do what you do in other jurisdictions 


 


Let your community know what you are planning to do.  Support for your efforts may come in 


from a variety of sources and good community relations are extremely valuable.  Good 


communication helps to relieve people’s fears.  Remember that when there is poor 


communication, rumors start, so you have to be open about what you are doing. 


 


How about delivering a message through: 


 Advertising/Radio/TV 


 Newspaper 


 Letters 


 Reports 


 Phone Calls 


 Posters/Flyers 


 Internet 


 Community meeting 


 Presentations 


There are different ways to get your message across.  It depends on your audiences.  Think 


about them when you design your communications plan. 


IMPLEMENTATION 
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Design Considerations 


 


Culture and Language 


 
The way in which we see the world is influenced by our environment, our family, our community, our 


schooling and our culture.  Each culture has its own way of interpreting the world.  Most times, it is 


difficult to tell where an influence is coming from.  Is it our attitude? Our values? Is it tradition, age, or 


gender?  Maybe it is our professional or corporate culture?  Sometimes there are conflicts between 


any two of these influences which will make decision making difficult.  It is very difficult to tell where 


one influence ends and another begins.  For some people, culture is the most important factor, for 


other people it may be their family, the church, or even television. 


 


With social programming, the designer needs to be aware and if necessary, seek advice on the set-


up, operation and rationale of the program within the cultural community that it is serving.  For ex-


ample, confidentiality in a tiny isolated community of 300 people is going to be an issue. 


 


Some programs or services do not consider culture at all.  Highway grading, vehicle registration, 


contract services or taxation in the NWT have legal requirements that processes take place in a cer-


tain manner.  The point is that when designing your program be aware of the cultural, traditional, 


religious, or community environments which may influence the success of your program. 


 


Language should be considered. It is important to remember that English might not be the first lan-


guage of the client . With tourism, health, or the justice system, language can be key to successful 


understanding between two parties. 
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Design Considerations 


 


Documentation 
One of the first things that will save you grief and frustration is to set up an information retrieval 


system. You need to consider 4 areas; 


 


Operational files  


These are the organization’s files for running the place. This includes contracts, bills, courier 


services, Xerox warranties, sick leave forms- that kind of day-to-day paper. Be sure to check what 


is required for the set up of your financial files. Your organization may have requirements that have 


to do with accounting when it comes to setting up these files. 


  


Historical files 


Some day when the program has been operating for a long time, you may get a question on why 


things were done a certain way, or you might want to someday go back to what you had set out 


to do to see if you are on track. Sometimes, a program operates for years with out any kind of 


review of the founding documents that can act as a touchstone to keep you grounded and on 


course. There is always the chance too, that someone will say “What were you thinking….? Keep 


all of the documentation of when the program was set up. You need to formalize the program by 


writing a terms of reference explaining the program so that in the event that you are criticized for 


being off track, you can pull the original documentation to show what all of the parties had 


agreed to. 


 


Program Files 


These are the files that relate to the program’s activity. They should include things like work plans, 


contacts, research, briefing notes, important memo’s to file, letters about your program and such. 


They can also include client files. Make sure if you keep client files that they kept are under lock 


and key with restricted access. 


  


Performance information 


We are not only talking about office files here but information retrieval systems that can help you 


to track activity and accomplishments. Once you have set up the logic model and outlined 


measures and targets you need to sit down and consider where your data will come from, how 


often it comes in and who will do the analysis. Set this up from the start. Once the program is up 


and running chasing after data can become labor intensive. As far as possible have numerical 


data entered on to electronic spreadsheets so that the data can be managed and interpreted. 


 


IMPLEMENTATION 
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CHAPTER 4  


 


Monitoring and Evaluation 
 


 


 
 


1. Program Cycle 


2. Design and Forms of Evaluation 


3. Logic Models and Evaluation 


4. Monitoring and Measures  
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PROGRAM


COMMUNITY PROBLEM


PROGRAM DESIGN


PROGRAM IMPLEMENTATION


PROGRAM


MONITORING & EVALUATION


REPORTING & FEEDBACK


PROACTIVE EVALUATION


CLARIFICATIVE


EVALUATION


INTERACTIVE EVALUATION


MONITORING EVALUATION


MONITORING EVALUATION


IMPACT EVALUATION


BASIC PROGRAM CYCLE


Program Cycle 
 


At the end of your program design you will want to consider how the evaluation will take place 


and give thought to the kinds of data that should be in place for your monitoring and evaluation.  


Your program measures will be set up when you are reviewing the program logic, but for a full 


scale program evaluation a few other items like the program cycle will have to be considered. 


 


Where the program is in it’s cycle will give you a good indication of the kind of evaluations that 


might be appropriate.  It is important to think about the programs age  - can you possible have 


long term outcomes after just 6 months of operation?  How about the needs of the funder? What 


do they need in order to satisfy their accountability requirements? Are there legislative require-


ments for reporting? Who is the evaluation being done for? 


MONITORING & EVALUATION 
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MONITORING & EVALUATION 


 


Program Design and Forms of Evaluation 


 


Form PROACTIVE CLARIFICATIVE INTERACTIVE MONITORING IMPACT 


Orientation Synthesis Clarification Improvement Justification/ 


fine-tuning 


Justification/  


accountability 


Key  


Approaches 
 Needs  


    assessment 


 Research  


    review 


 Review of best 


practice 


(benchmarking) 


 Evaluability  


    assessment 


 Logic/theory 


development 


 Accreditation 


 


 Responsive 


 Action  


     research 


 Quality review 


 Developmental 


 Empowerment 


 


 Component 


analysis 


 Performance 


measures 


 Devolved  


     performance           


     assessment 


 Systems  


     analysis 


 Objectives 


based 


 Process-


outcome  


     studies 


 Needs based 


 Goal free 


 Performance 


audit 


Chapter 1 


Chapter 2 


Chapter 4 


Chapter 4 


 


There are many forms of program evaluation. The one you choose will reflect the programs cycle, 


the questions that need to be answered, the clientele and program structure. Not all types of 


evaluation are reflected above, so it will be necessary to look at the information requirements  and 


see how to most efficiently and ethically that you can collect the information. It is advisable to do a 


literature search and look at journals where programs similar to your shave been evaluated. You 


might be able to re-structure a past evaluation to suit your particular needs.   Remember these three 


key items: 


 


1) the value of the information that you collect has to be worth the time, effort and money spent 


to collect it; 


2) you should gear your evaluation into looking for change (not just documenting processes) 


3) multiple lines of evidence are good.  
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MONITORING & EVALUATION 


WILL THE DESIGN OF MY PROGRAM DETERMINE THE KIND OF EVALUATION I CAN DO? 


 


In the sense that your administrative systems need to be set up to collect and analyze data, your 


design will affect your ability to evaluate effectively but, as you can see from Owen’s Forms and 


Approaches of Evaluation below there are many types of evaluation that can be used across the 


phases of a program’s life. Notice the term “claricative”. It is an evaluation method which contains 


many of the same  steps as program design. It helps to sort out the programs goals and actions. 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


If the designer has gone through this manual they are on their way to understanding an 


evaluability assessment. An evaluability assessment  (EA) not only looks at the materials and 


information available to evaluators, but it examines the way the program works to produce the 


results. It helps in: 


 Identifying the programme's objectives 


 Identifying the intended activities to achieve the programme objectives 


 Identifying incongruities between the programme's objectives and its intended activities 


 Investigating field operations 


 Comparing actual field operations to the programme's intended activities 


 Providing management and evaluation options 


Carol Weiss and Joseph Wholey are two good resource authors on this subject.  


 


This table has been added to give the designer options on what the program will attempt to 


evaluate and when to evaluate in the program’s life.   


PROACTIVE Before the Program, finding out if there is a 


problem and what the root of the problem is 


Needs assessments, Research Reviews, 


best Practice Reviews 


CLARIFICATIVE To clarify what the program is supposed to 


be focused on, how it is supposed to be 


working, and if its internal logic is solid 


Evaluability Assessments, Logic Models, 


Accreditation 


INTERACTIVE Improving the service, looking at the  


delivery of the service, is the service  


effective? 


Action Research, Quality Reviews,  


Participatory, Empowerment, Process  


Re-engineering 


MONITORING Justification of the program, fine-tuning the 


details, looking at the volume of work 


Component analysis, Performance  


Measurement, Trends Analysis 


IMPACT Justification, accountability, did the  


program make a difference? To whom? 


Outcomes Based, Goal Free, Perform-


ance Audit, Impact Analysis 
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Performance Measurement and Program Evaluation 
 


As part of program planning, a monitoring and evaluation framework should be developed which has 


at least the following components: 


A Simple Evaluation Plan 
 


Get your data collection systems in place right from the start! The framework should identify anticipated 


evaluation questions/issues, and the information that will be required to address these issues . The 


schedule below gives an idea of how the program monitoring could be set up:  


One approach to an evaluation: 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


 


The secret? If you have followed the logic models as they have been outlined earlier, the building 


blocks for the evaluation framework , the major questions, and the measures are already in place. 


MONITORING & EVALUATION 


What are the 


evaluation 


questions? 


What is the best 


tool to answer 


these questions? 


Who (or what) will 


give you this 


information? 


When is the best 


time to collect this 


information 


Who on your team 


will be responsible 


for collecting this 


information 


Who will do the 


analysis? 


1.  


2.  


3.  


1. 


2. 


3. 


    


OUTPUTS 


Output Where is the 


data? 


Who collects it? When is it  


collected? 


Whom is it sent 


to? 


Who does the 


analysis? 


# of participants Instructor sign in 


sheet 


instructor Every morning Course secretary Manager 


      


Reported Where:  


PRE-condition 


of situation as 


identified by 


the needs as-


sessment 


quantitative 


and and quali-


POST-


intervention 


situation  


 


Test on 3rd or 4th 


year cohort   


comparison of 


the two sets of 


data 


Impact Evaluation 


System wide  
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Another approach combining monitoring data and evaluation: 


Utilization Focused Evaluation 


Program Level (Michael Patton) 


Determine the questions that 


performance data can answer 


Engage managers 


Set monitoring data 


(performance meas-


ures) 


Receive stakeholder 


feedback 


Analysis and report-


ing of performance  


measures 


a) Reported annually but 


trends established and rolled 


up into 3rd or 4th year evalua-


tion 


b) Evaluation questions can 


be answered through com-


bining data points and stake-


holder commentary. 


Have a look at the evaluation and monitoring manual—it will lay out the process for an evalua-


tion and setting up performance measures. But here are some pointers in the meantime: 


Do 


 Collect data in a consistent manner 


 Collect data in a timely manner 


 Have a database or data storage system set 


up 


 Use different data sets to look at correlation 


 Brush up on your statistics 


 Pay attention to the reliability and validity of 


your data 


Don’t 


 Collect data in a manner that you can’t use 


 Set targets that are not based on past per-


formance 


 Assume that your staff know how to do data 


analysis 
 


 


Get help! 


No one is good at everything so if you need advice or 


assistance call the program review office or the Bu-


reau of Statistics for help in setting up your data sys-


tems or analysis! 


MONITORING & EVALUATION 
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1. Who Benefits and How They Benefit  


2. Alternate Methods of Program Delivery 


3. Program Compatibility  


4. Cost-Effectiveness and Efficiency  


5. Accepted Management Principles  


6. Financial Feasibility  


7. Feasibility of Implementation  


8. Program Flexibility  


9. Measurement and Program Evaluation Plans  


10. Cessation Provisions  
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CHAPTER 5 


 


Defending your Design 







 


Defending Your Design To Senior Management 
 


Whatever the purpose of any public program, its logic and internal consistency can be exposed 


and analyzed using objective rational criteria. Once the program has been designed on paper, 


the following criteria should be discussed with policy officials, and/or senior management to en-


sure that all of these considerations have been covered.  


 


1. Identified Who Benefits and How They Benefit  


 


All program designs require clear, explicit identification of the primary beneficiaries and the spe-


cific benefits they can expect. Without this foundation, no rational program design methodology 


can be sustained. Programs designed to solve particular problems should be consistent with the 


missions of the agencies responsible. However, both the problems addressed and the missions 


pursued should always be framed in the context of who benefits.  


 


Prioritize Beneficiaries. The public purposes and program goals must be defined in terms of bene-


fits to individuals and/or groups. There are two levels of beneficiaries, primary and secondary, 


which must be reflected in a program's design. Primary beneficiaries benefit directly from a pro-


gram. To illustrate, the Department of Veterans Affairs serves veterans; the programs it adminis-


ters clearly define categories of veterans who qualify as beneficiaries. Other programs' intended 


primary beneficiaries are not as clear. Consider government programs allowing removal of trees 


from federal lands. In this latter case the class of primary beneficiaries may be the loggers--who 


would otherwise be unemployed--the logging companies, the domestic 


and foreign timber consumers, or the recreational users who object to 


despoiling the environment. Secondary beneficiaries are those individu-


als, groups of individuals, or organizations benefiting indirectly from a 


program.  Finally, a class of interested parties, not strictly beneficiaries of 


a program, are stakeholders, such as taxpayers. The taxpayers deserve 


the most effective and efficient design possible to maximize the return 


on their investment in tax dollars.  


 


Validate the Need. It is essential to verify that the need exists and will 


persist. The program designers must be able to document that the need 


is more than a short-term aberration. The program must avoid address-


ing obsolete problems or needs that are more effectively solved through 


community or local initiatives, through the private sector, or by non-


profit organizations.  


HAVE YOU: 


DEFENDING THE DESIGN 
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Determined Program Size and Scope.  


Program designers must also determine the size and scope of the population to be served so the 


course of action matches the problem. How many people are affected? What are the eligibility cri-


teria? What are the characteristics of the affected populations (geography, socio-economic fac-


tors, etc.)? What level of diversity exists among the populations affected? What is the minimum pro-


gram size necessary to achieve the results required?  If there is more than one problem to be ad-


dressed, the program designers must identify each need and prioritize solutions to avoid unbal-


anced or skewed designs.  


 


Inspired Public Confidence.  


Program design should give the program credibility with the public. There is a common perception 


that the political process does not always place program priorities on the appropriate beneficiaries. 


Without strong public confidence, programs are hindered from gaining approval and overcoming 


resistance during implementation. A federal program should appear to make sense both in intent 


and by design as a valid commitment of public resources.  


 


2.Defined and Evaluated Alternate Methods of Program Delivery 


 


After clearly defining program goals and beneficiaries, the designers should consider any alternate 


forms of program delivery. Not all public needs must be satisfied by direct delivery of services. Alter-


natives to direct government service include regulatory requirements, government sponsored enter-


prises, tax incentives, government guarantees, monitoring and enforcement, etc.  Different program 


delivery methods can often attain similar ends, although costs and schedules are not likely to be the 


same. For example, some programs can be delivered in many forms such as direct cash payments, 


contributions to communities, block grants, tax exemptions, privatization, etc.  


 


Reviewed Against Assumptions. 


Alternatives must be reviewed explicitly against fundamental assumptions. What are the critical suc-


cess factors identified by the beneficiaries? How has success been measured and how well does 


each program design address the needs identified? What is each design's ability to serve people, to 


adapt to emerging technology, and to use existing facilities? What are the possible unintended con-


sequences or adverse effects of each design mechanism? How do they compare to the status quo?  
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3.         Examined Program Compatibility  


 


It is rare that any new program is so independent and autonomous that it enters a domain to-


tally unpopulated by pre-existing efforts. Consequently, program design should be mindful of 


compatibility and complementarity with related programs.  


 


Comparative Advantage 


What does this program do that is unique? Would another program or program design perform 


these functions better? What would beneficiaries lose if this program did not exist?  


 


Complementarity  


Does the program complement other programs that serve the same beneficiaries? Does the 


program needlessly duplicate or overlap other programs at the federal, territorial, or local levels? 


Does the program foster cooperation or does it create barriers between beneficiaries and ad-


ministrators?  


 


Harmony 


Is the program consistent with the mission of the agency which would administer it? Does it cre-


ate conflict in the agency? Is the program more compatible with another agency's mission? Are 


another agency's programs more interrelated and would that agency therefore be a better fit? 


How easy is it to add the program to an existing organizational structure? Will it replace one or 


more existing programs? Does it create or reduce redundancies?  


 


Catalyst 


Does the program foster competition or does it encourage monopolies? Does the program de-


sign result in the empowerment of people and communities so they have a vested interest in 


how the program is run? Is there positive leverage with 


other programs or destructive interference? Does the pro-


gram encourage the right behaviour or do perverse in-


centives motivate dysfunctional behaviour?  


 


 


HAVE YOU: 
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4.   Assessed Cost-Effectiveness and Efficiency  


 


Program designers should apply cost-effectiveness and 


efficiency criteria to the program as a whole and to specific program elements (including organ-


izational structures, program delivery, and administrative support functions.) Program designers 


also should consider the program's social efficiency; i.e., how the program might be designed to 


achieve the greatest net benefit to society as a whole.  Identifying major relevant impacts of the 


policy, including direct and indirect impacts on the program's direct beneficiaries, other af-


fected groups, and society as a whole; categorizing costs and benefits for various affected 


groups; and quantifying dollar impacts. In principle, the design which is estimated to achieve the 


highest net benefit should be selected.  


 


5.     Evaluated Consistency with Accepted Management Principles  


 


While the field of management is not a precise science, it does represent an accumulation of 


knowledge useful in illuminating the strengths and weaknesses of public programs. Using gener-


ally accepted management principles to evaluate various program designs may help identify 


both inherent deficiencies and alternative remedies. Where violations of conventional wisdom 


are appropriate, the justifications should be clear and convincing. Among the numerous man-


agement principles applicable to program design to be given particular emphasis are those 


consistent with GNWT values such as: 


 serving customers,  


 empowering employees,  


 empowering communities to solve their own problems, and  


 fostering excellence.  


 


6.     Ensured Financial Feasibility  


 


The program cost must be known if the government is to avoid incurring unlimited liabilities. 


Among the alternate cost elements that may be relevant are: total life cycle costs: the full 


costs of creating, operating, maintaining, and terminating the program from inception to con-


clusion (where end points are reasonably defined); annual budget requirements: the amount 


that must be appropriated annually to sustain/maintain the program throughout its lifetime; risk 


of cost overruns: the probability that actual program costs will exceed approved budget levels 


including the expected cost of unbudgeted contingent liabilities; revenue generation: the ex-


pected income returns to the GNWT from the program's operation. 
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7.0    Determined the Feasibility of Implementation  


 


Even the best-designed program will not be effective if fatal flaws of implementation are not 


considered during its design. Without effective implementation, program proponents will not 


see their goals successfully accomplished. Given the number and types of programs, it is unreal-


istic to formulate universal principles of implementation that apply exactly to all programs. Yet it 


may be instructive to identify a few common pitfalls to consider in the designs of many types of 


public service programs.  


 


Foremost, implementation should be embedded in the program design. Therefore, the more 


that programs explicitly consider anticipated difficulties and conditions of implementation, the 


fewer the surprises and the more likely program success. Although detailed operational plans 


are not usually developed during the program design phase, at least some consideration in 


broad outline would be prudent management.  


 


Secondly, it is imperative to identify clearly who is ultimately responsible for the program to an-


ticipate their capacity to administer and to ensure accountability. We cannot know the barriers 


and impediments to success without knowing clearly who (which organization(s)) is charged 


with carrying out the program. An assessment of the capabilities of the agencies through which 


the program resources and responsibilities will flow could pinpoint potential roadblocks, sources 


of conflict, and choke points that might hamper implementation.  


 


For programs to be implemented more effectively, we must 


ensure the following:  


 those responsible for implementation earnestly strive to 


achieve the stated program goals and mission;  


 policies and actions are decisively made and clearly 


transmitted; and decisions and policies encourage 


creativity, flexibility, and adaptability.  


 an accurate description of the organizational network 


directly affected by the program would identify  the 


critical relationships and points of coordination required 


or implied by program operations.  
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Third, the timing of critical events is absolutely essential. Although many alternate sequences of ac-


tivities are possible, key deadlines may not be discretionary (e.g., budget approvals, legislative re-


quirements, awarding of contracts, etc.) and certain schedules offer distinct advantages over oth-


ers. More programs suffer from overly ambitious timetables than from unduly conservative ones; ef-


fective implementation requires sufficient time.  


 


Fourth, in designing programs, attention must be given to resources. However, due to various com-


promises or competing demands, sufficient resources may not be available to implement a pro-


gram properly. Program designers may not be aware of inadequate resources or may choose to 


ignore the problem. There are several important components of resources critical to implementa-


tion, including:  


 


 adequate staff with the appropriate knowledge (programmatic and managerial);  


 sufficient information on how a program or decision is to be implemented and the support/


approval of other necessary agencies and participants;  


 necessary authority to permit the programs or decisions to be implemented; and  


 facilities and equipment necessary to implement the program or decision.  


 


Fifth, prudent experimentation before committing the government to a major public investment 


could help avoid expensive misadventures and illuminate the pitfalls in uncharted domains. While 


pilot demonstrations are not appropriate for all programs, they are highly desirable under a wide 


range of conditions such as:  


 high risk programs--where the consequences of failure are catastrophic or life threatening;  


 where the economic investment is substantial enough to justify small experiments;  


 where there is significant complexity--either organizational or programmatic (e.g., health care, 


homelessness, economic renewal);  


 where there is great uncertainty surrounding the proper solutions;  


 where there is intense public controversy or low political con-


sensus; and  


 when there is no immediate urgency that precludes more de-


liberate exploration of alternate approaches.  
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8.       Made Provisions for Program Flexibility  
 


Perhaps the only universal element in all program design is the certainty that even the most 


carefully formulated plans and policies will not be realized exactly as designed. Given the inordi-


nately long gestation periods for many public programs, coupled with lengthy implementation 


periods, it may be as long as five years before a program may be mature enough to sustain a 


valid evaluation.  


In the meantime, the conditions and constraints under which a program operates may have 


changed significantly from when it was first conceptualized. Therefore, the design of programs 


should permit enough management flexibility to allow agencies to adapt to external changes, 


unforeseen circumstances, variations in resource levels, and schedule changes. In addition, pro-


gram designs should free organizations to tailor programs to local circumstances.  


 


While no one can anticipate every possible contingency, the most likely changes (e.g., budget 


erosion, schedule slippage, personnel shifts) should not have catastrophic impacts on well-


designed programs. Programs dependent on critical, highly sophisticated, specialized, or scarce 


resources (e.g., key individuals, unproven technology, rare expertise, unique facilities) are fragile 


because they are vulnerable to uncertainties in the availability, quality, and quantity of these 


essential resources. Programs should be designed to absorb reasonable schedule changes with 


minimal impact.  


 


9.    Instituted Performance Measurements and Program Evaluation Plans  


 


Program designs should incorporate feedback mechanisms enabling managers and policymak-


ers to assess how well a program works in terms of both implementation and achievement of 


program goals. Of course, program designers first must sufficiently identify the program's goals 


and specific performance objectives to measure success. ( see next chapter). 
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10.    Build in Cessation Provisions  


 


There is a common perception that some government programs and organizations outlive their useful-


ness yet continue to exist without rational purpose or tangible benefit. Government has often been 


criticized as being totally incapable of abandoning programs, despite success, failure, or lack of evi-


dence of either. Many government programs do not explicitly provide for their conclusion or termina-


tion for any cause whatsoever. A program design which does not address the ultimate fate of the pro-


gram is at best incomplete, at worst self- perpetuating. Although some programs have no expected 


expiration (e.g., Social Insurance Program), others do possess an ultimate end point (e.g., inoculation 


programs should cease when the disease is essentially eliminated, as in the case of smallpox). Determi-


nation should be made at the onset as to what marks the justified end of a program. When these 


benchmarks are established, it will be easier to decide when to redesign a program or just stop.  


 


A case in point was the Helium Fund Program created in 


1925 in the USA to ensure helium supplies for blimps. It has 


accumulated a 176-year supply of helium along with a $1.4 


billion debt. All original objectives (except paying for itself) 


have been met. The obvious question is who are the pri-


mary beneficiaries of this program now that blimps are not 


critical to national security or commerce? 
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APPENDIX 1 


Program Design Checklist  
 


❒  Problem definition researched 


❒  Fishbone diagram completed 


❒  Context documented 


❒  Client body defined 


❒  Goals - written/ approved 


❒  If-Then relationships completed 


❒  Hierarchy of Outcomes completed 


❒  Program Logic Models drafted/ tested 


❒  Procedures and Process diagrammed 


❒  Asset Maps completed 


❒  Impact on other programs assessed 


❒  Policies developed  


❒  Budget completed 


❒  Timing - consulted on 


❒  Communication  methods chosen 


❒  Documentation preserved 


❒  Data collection system set up and evaluation framework in place 


❒  Reporting schedule approved 
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Program evaluation is a systematic collection of information about a program which helps you 


make judgements about a program, or informs decisions about future programming. This booklet 


will help a program manager to understand the evaluation and monitoring process  so that they 


will have the basics they need to for proper program management. There are good reasons for 


evaluating a program. Any of the following cells could become the focus of an evaluation: 


 


 


 


 


Introduction 
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What to consider from the beginning 


Why 


evaluate? 


 


Accountability 


 


Planning 


Program 


Improvement 


Contract obligations 


Legislation requires 


Public scrutiny 


Resource decisions 


Coordination 


Collaboration 


Client  impact 


Efficiency 


Program re-design 


Discuss the primary reason for the evaluation. 


 


Why are you about to undertake this evaluation? This is important because it will shape the 


questions that you ask and set the orientation of the study. Your resources may not be large 


enough to cover every element that could be included so stay as precise as you can. It may 


mean that some items will have to be dropped. Its better to have a few pieces of good in-


formation on your program rather than a lot of information that cannot be used. 







PHASE 1  


PLANNING FOR EVALUATION 


The most terrifying words in the 


English language are: “I’m from 


the government and I’m here to 


help.” 


Ronald Regan  
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Planning 


Design 


Implementation 


Data  Analysis 
Reporting and 


Debriefing 


Along with the primary reason you should be assessing if it is actually 


evaluation that would be most helpful. For example: High Board Turnover 


Sometimes a Board can have problems  of its own. The problems may 


stem back to things like outdated by-laws, little understanding  of 


"governance", operational boards versus policy boards, miscommunica-


tion with staff, unrealistic expectations,  etc. In these cases you may want 


to hire someone who is an expert on Board relations, roles, and responsi-


bilities. They may have experience in Board evaluation as opposed to 


program evaluation. Extreme Staff Turnover There is a good chance that 


if your organization is suffering from really high staff turn over or poor staff 


morale, it might point to problems with 1) the working  environment, 2) 


management style or practices, 3) the nature of the work, 4)  pay levels.  


One suggestion is to call in a Human Resources Specialist rather than an 


evaluator. They have more tools in their belt for this kind of exploration.  


 


If you think money is missing, or you are constantly having a difficult time 


making payroll, you either need an accountant or an auditor to check 


your finances. However you can look at the value for money of the pro-


gram expenditures. 


 


Steps throughout the evaluation process 
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Determine the commissioner of the evaluation. 


 


Under whose authority are you conducting this evaluation?  It may be your own authority but it 


may be that your Deputy minister or Minister wants it done. It could be a board of some sort or 


perhaps it is a condition of a legal agreement. Although many parties (like your clients) may be 


interested in the evaluation, you will be writing for who ever commissioned the work that will be 


done.   


 


Consider your current work load. 


 


Many government managers will say that there is no perfect time to conduct an evaluation and 


feel they are stretched to the limit already. Do you have the time to do this right now? Even if 


you hire someone to assist you or you pass the entire project over to another staff member there 


will still be demands on your time. 


 


Consider the program’s current operating environment. 


 


There may be times in your organization when undertaking a program evaluation is not favour-


able. This includes Periods of Organizational Change Be aware that management changes or 


agency reorganizations are very stressful for staff.  They may not be as open or helpful as they 


usually are. They may think that you are evaluating in order to cut their program. We suggest 


that you reschedule your evaluation. No Money If you want to hire out to do your evaluation 


and have very little money, you need to either scale back your evaluation or wait until another 


time. If you cannot afford to do it right, you need to re-think the task. Is it fiscal year end, Christ-


mas or March break time? Has there been a tragedy in the communities that you are involved 


in? Think about the timing of the project. 


 


Enumerate your resources 


 


What do you have to work with? Do you have a budget? 


Consider that you may need special software, overtime 


pay, long distance money for document bindings etc. 


look at the help you can expect from other staff, or the 


additional human resource needs that might come from 


coding and entering data. Do you enough office space? 


Planning 


What to consider from the beginning 







 


 


If you have carefully considered why you are undertaking an evaluation, you are closer to  


having a clear statement on its purpose.  There must be an end point to the exercise. If you 


return to page 4 you can see three major reason that evaluations are normally carried out. 


Beside these are considerations that might be addressed in that kind of evaluation. A purpose 


could be to see if the intervention has had an impact or what kind of impact can be 


documented. Another purpose could be to see if the funds are commensurate with the results 


achieved, or even if the systems processes used in the program create an efficient work place. 


This purpose statement is a touchstone. It has to be clear and concise and should guide all of 


the work that is about to be undertaken.  It should be matched with the scope of the 


evaluation. 


It is possible that an evaluation can be done prematurely if the evaluator is  looking to show 


results before the program has had a chance to be fully implemented. It could also be that the 


client has a number of stages to progress through before effects are realized.      
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PROGRAM


COMMUNITY PROBLEM


PROGRAM DESIGN


PROGRAM IMPLEMENTATION


PROGRAM


MONITORING & EVALUATION


REPORTING & FEEDBACK


PROACTIVE EVALUATION


CLARIFICATIVE


EVALUATION


INTERACTIVE EVALUATION


MONITORING EVALUATION


MONITORING EVALUATION


IMPACT EVALUATION


BASIC PROGRAM CYCLE


1.1 Define the purpose of the evaluation 


1.2 Determine the stage of the program and approach 


Planning 







 


Page 5 


 
If a program has been running for many years, there should be 


information available that can be analyzed at a deeper level than new 


programs. Consider the programs stage to determine the kind of 


evaluation that you wish to carry out. There are many different types of 


evaluation activities and different approaches that you can choose to 


carry out your evaluation work. What we have in this manual is a simple 


model that we chose to introduce evaluation. Dr. John Owen from the 


University of Melbourne suggests that evaluation can be broken out into 


the following forms: 


 


 


 


 


 


PROACTIVE 
When is it used? 


Before the Program, finding out if there is a problem and what the root of the 


problem is. (Use needs assessments, Research Reviews, best Practice Reviews ) 


 


 


CLARIFICATIVE 


 


When is it used? 


To clarify what the program is supposed to be focused on, how it is supposed to be 


working, its purpose and if its internal logic is solid. (Use Evaluability Assessments, 


Logic Models, Accreditation) 


 


 


INTERACTIVE 


 


When is it used? 


Improving the service, looking at the delivery of the service, is the service effective?  


(Use Action Research, Quality Reviews, Participatory, Empowerment, Process Re-


engineering) 


 


 


MONITORING 


 


When is it used? 


Justification of the program, fine-tuning the details, looking at the volume of work  


(Use Component analysis, Performance Measurement, Trends Analysis) 


 


 


IMPACT 


 


When is it used? 


Justification, accountability, did the program make a difference? To whom? (Use 


Outcomes Based, Goal Free, Performance Audit, Impact Analysis) 


Evaluation 


Approach 


Planning 







 


Did you ever wonder? 


 


 Do we have enough money to run the organization? 


 Do we have the support of other agencies? 


 Why did unexpected things happen? 


 How much does it cost us to provide this service? 


 Are we doing any good?  


 Should we continue to do this work? 


 Is our community getting any better? 


 


There are many things you might like to know about your program or 


service.  The first step in framing an evaluation is to ask "What do you 


want to know?”  This is the hardest part of an evaluation.  You will need 


to talk to your stakeholders and staff to try to get the information 


together.  People will say things like "I want to know if the program 


works”, or “I don’t know, just evaluate it”.  Don't be swayed by this; you 


have to be very specific.  If you are not specific you cannot measure 


accurately. It takes a long time to get down to the true question.  


 


What can help you to decide which questions to select? 


 


-Review the original terms of reference for the program—the original 


contracts or documentation. 


-Talk to your clients and staff 


-Talk to other agencies 


-Talk to your funders 


-Ask your Board 


-Read your minutes, logs, or files 


- 


Different kinds of questions can be put into categories to help you get a 


rounded view of the data that you might receive. The simplest way is to 


look at questions that are concerned with the client and the operation. 


 


Questions about clients 


 


It is important to find out what happened to your client. What happened 


to your client before they were in your program? What happened to 


them afterward? Did changes happen right away? A few months later 


or years later? Did your program make big changes  - big enough to 


effect the whole community?  Sometimes a change can be seen right 


away, or it may take a few years or a lifetime to achieve. Things like 


behaviour and attitudes are slow to change.  
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Generate a large 


number of items 


and then weed 


them down until 


you have  4 or 5 


evaluation ques-


tions that are very 


clear. 


A good plan today is 


better than a great 


plan tomorrow! 


1.3 Choose Your Questions  


Planning 







Questions about  operations 


 


What do we mean by operations?  An operation is the administration and management that 


surrounds a work situation.  Operations handles all the support functions such as payroll, buying 


supplies, paying bills, buying computers, etc. Having good management and administration 


takes the pressure off of staff so that they can concentrate on their specialty area.  Operations 


have a great deal to do with the success of a program. 


 


For example: 


Can we work more efficiently? 


Is the Board interfering with client work? 


Where is all our money being spent? 


Are we well managed? 


Why can't we hang on to staff? 


 


Efficiency 


Efficiency is about business processes. The number of steps that you go through to get to a 


desired end is related to how efficient the program is. When the program was designed, 


procedures or processes were put into place. The fewer steps it takes the more efficient the 


program. Why is this important? Because processes take time and time is money. The ore time 


taken on procedures and processes, the less time the worker has to spend or in their specialty 


area, so it impacts on client satisfaction as well. Having said that it is important to note that there 


is a need for bureaucracy. You will need to keep a paper trail on certain items especially money 


transfers and there are legislative requirements that have to be maintained. Documentation of 


the program is necessary for audit and for evaluation purposes, so you might want to make sure 


that you hit middle ground, you are efficient with processes and can get the job done with the 


minimum number of steps while ensuring that there is proper program recording. 


 


Economy 


Economy refers to getting things done in the most effective way that you can for the least 


amount of money. It does not necessarily mean that the cheapest way is the best way. You must 


get value for your money. If you spend 10 dollars and get a tiny change, but then if you spend 15 


dollars and get a huge change, where is your money being spent in the best way? Perhaps you 


get a big change when you spend 25 dollars but only a tiny barely noticeable when you spend 


an extra 30 dollars on top of this. What is the best value for your money? 
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Effectiveness 
is doing the 
right things—
efficiency is 
doing things 


right 


Planning 
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Effectiveness 


Effective means that you got the results that you were looking for. Was your program 


effective?  Did you get different degrees of effectiveness? Did the medicine work? Did the 


children learn and apply their knowledge? Did the paint on the house last for 10 winters?  


Effectiveness translates into results, outcomes or impacts. 


 


 


An evaluability assessment seeks to find out if a program can actually be evaluated. Are the 


program manager’s ready for this evaluation? 


 There should be clear goals for the program 


 The important issues should be known by the managers 


 There should be a theory as to how what they do will make a 


difference  


 


If the program has not documented and set itself up properly in the 


beginning, then you will have a hard time during the evaluation.  Your best action is to meet 


with the staff to spend some time with them clarifying the goals, activities and outcomes.  By 


doing this you are helping to clarify the program’s design. Laura Leviton, Recruitment Business 


partner at LexisNexis UK suggests the following: 


 


1. Involve intended users of evaluation information. 


2. Clarify the intended program from the perspective of policy makers, managers, and staff 


and other key stakeholders. 


3. Explore program reality, including the plausibility and measurability of program goals and 


objectives. 


4. Get agreement on evaluation priorities and use of information on program performance. 


 


We suggest that a review of available documentation is necessary, and 


it is important to look at what data is available and what information 


can be collected in view of the questions that have been selected. If 


there is not enough information to answer the question, it should be 


reconsidered.   Thee should also be a mix of  both qualitative and 


quantitative information. 


QUALITATIVE in-


formation tells a story 


 


QUANTITATIVE 
information gives you 


numbers 


 


Thinking about both 


kinds of information will 


help you to stretch your 


thinking when it comes to 


developing clear evalua-


tion questions. 


1.4 Conduct an Assessment on Available Data 


Planning Planning 
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Example: Quantitative client information—numbers 


 80% of high school graduates are employed. 


 Spousal assault has dropped  80% over  5 years. 


 90% of all babies are born with ideal birth weight. 


 There has been a 5% loss of property due to forest fires in the past two 


years. 


 Of 100 people who entered alcohol treatment, 24 months ago, 50% 


are still sober. 


IMPORTANT! 


Once the questions have 


been selected, it is impera-


tive that you get whoever 


commissioned the evalua-


tion to agree to these ques-


tions.  The last thing you 


need is for the boss to look 


at the report, and say that 


it is not what they had in 


mind and does not address 


any of their concerns! 


The scope of the evaluation will set the boundaries around how far the study is to 


go. How big is the evaluation? How much ground will be covered? This  is impor-


tant because it sets limits on the effort expended and the funds that will be 


spent. If at some time in the future you were asked why some element was not 


covered in the study, your scope is will protect the studies' parameters. 


1.5   Set the Scope of the evaluation  


Planning 


Example: Qualitative client information—stories 


 


 Attitudes of the clients. 


 ratings on the services provided.  


 opinions about life situations, etc.  


If it expresses an opinion or tells a story it can be considered qualitative 


information. 
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The Terms of Reference must include nearly everything that you want to do for the evaluation. 


This document is your touchstone. It will explain to everyone what you and your team have de-


cided to do. It is a really good idea to have it formally approved. If ever it comes to a dis-


agreement about what your task is, the terms of reference should clarify things. Here is a sug-


gestion for what it might contain: 


1. Purpose of the evaluation 


2. Who commissioned the evaluation 


3. Program overview 


4. Scope 


5. Evaluation questions 


6. Design of the study 


7. Timelines 


8. Budget 


9. Project Management 


10. Roles and Responsibilities 


11. Where the report will be distributed 


12. How the findings will be used. 


Planning checklist 


Have you……...?? 


1. Determined  the primary reason for the evaluation. 


2. Defined the purpose of the evaluation 


3. Determined the stage of  the program  


4. Selected  questions 


5. Conducted an  assessment of available data 


6. Sketched out the terms of reference 


1.6 Draft Terms of Reference  


Planning 







OUTLINE 


1. Review of questions with program stage and approach 


2. Selecting tools and data collection methods 


3. Participant selection and sampling 


4. Set the protocol 


5. Writing instructions to participants 


6. Review packaging and public announcements 


7. Setting the evaluative criteria 


8. Traditional Knowledge and Culture 


9. Evaluation timeline 


10. Evaluation framework 


11. Budget 


12. Conduct & ethics 
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Compare the questions with the age of the program to see if the 


questions are fair at this point of the program’s operation. Are they 


premature or should initial results be expected? Is the selected approach 


appropriate for the kinds of  information that you are seeking?  


2.1 Review questions with program stage and approach 


2.2 Selecting tools and data collection methods 


PHASE 2  


DEGISNING THE EVALUATION 


Go through each question and decide where the best data is available. 


After that decide how to get the data. Please, think outside the box. Most 


programs want to use questionnaires but people are quickly becoming 


inundated with requests for information from websites or telemarketers to 


email surveys on top of opinion polls.  
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Methods for Collecting Information 


 


Developing your collection instrument can be expensive and time consuming, so choose 


carefully. There will be pros and cons to each method. Balance your information requirements 


against your resources to see what you can afford to do, in what time frame.  


 


Qualitative Information Examples: 


 


Recording Sheets   Value for Money Audit  


Logs/ Diaries    File Audit 


Interviews    Comparative Studies 


Artistic Expression   Video Journals 


Observation    Opinion Polls 


Management Reviews  Surveys/Questionnaires 


Focus Groups   News report discussion forums 


Graffiti walls for teens  Case studies 


Longitudinal studies   Process charting 


Delphi Technique   Blue ribbon panels 


Peer reviews    Comparative studies 


Cost to benefit studies  Return on Investment studies  


Literature reviews   Picture Diaries 


Meta Analysis   Value for money study 


 


How do you decide? 


 How much money do you have to develop the tool?  


 How much time do you have? 


 How many people will it take to use it to gather data? 


 Does it fit with the questions that you wish answered? 


 Will it be acceptable to your clients? 


 How hard will it be to get people to participate? 


 How sensitive is the information that you need/ 


 How in-depth do you need the information to be? 


 


 


Design 
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Quantitative Information Examples: 


Budget sheets and expenditure reports 


Website analytics 


Time series  analysis 


Screening tools or psychometrics  


Descriptive statistics 


Analysis of variance between groups 


Performance measures 


Pre-Post studies 


 


 


 


 


How can you get people to participate? You can invite them to volunteer by letter or personal 


invitation, by radio, or newspaper, depending on what it is that you are evaluating. If the 


information that you seek is very personal, people may not be comfortable in stepping 


forward. In some cases, you can choose people randomly, picking names out of a hat or even 


from the phone book. How about every 7th person who walks through a door? You could 


choose every 10th, 20th, or 50th "thing" for study. (It does not always have to be a person. It 


could be a truck, a food item, an animal, or even a file!)  


 


You could choose people who fit a certain profile, like people who are the same age, with the 


same  education, the same medical problem or family problem. You can't generalize to 


everybody what you find out about a particular group of people who share a common 


problem.  


 


In order to be able to say that your data is a fair or true 


representation of your program participants, you have to have a 


"sample". 


 


2.3 Select sample frame and participants 


Design 







Sample Frame  From the population you must decide who (or what) to include and who 


(or what) to leave out. Narrow in on who you are interested in. You need to know who 


NOT to include in the study because you want the people who participate in the study to 


be similar to each other. If they are similar, they can be called representative of the 


population.   All this means is that they are in a group of people who share similar 


characteristics. If they are all very different, we will not be able to say that they are 


representative.  The “values”   (or descriptors) used to describe populations are called 


population parameters. When we calculate descriptive statistics on a sample, sometimes 


we are interested in just that sample, but more often we are interested in making 


inferences about the population parameters. 


Sample Size We need to have enough people participating to let us generalize about 


everyone in the population.  We figure this out is by doing a statistical calculation. How 


confident do you want to be that your predictions about the sample will be right? People 


most often use 95% or 99%. This is called a confidence level. The confidence interval is a 


plus-or-minus figure. This is what you usually see with opinion poll results. All it means is that 


when you use a sample, you want to add on a little bit extra just to make sure that 


absolutely everybody is captured by the sample. Think of the term “more or less” or, “give 


or take a few No matter how representative a sample is, the measurements you obtain 


from it will not likely be exactly the same as what you would get from measuring the 


entire population. That difference between sample statistics and population parameters 


is called sampling error. 


 


Calculating a Sample 


To figure out how many items you need for your sample, you have to have some 


information: 


 How big is your population?  


 How sure do you want to be? 90% 95% 99%? 


 What confidence interval do you want? 4%? 5%? 2%? 


 To answer these questions, it is recommended that you use a sample size calculator. 


There will be a number of these on the Internet and they will ask you the three above 


questions.  
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Design 







 


 


You will need to actually describe the way in which you will you collect the information. What 


arrangements do you have to make? Perhaps you are doing an interview. This requires an inter-


viewer and an interviewee. Are these 2 people a good match? Do they have a private place to 


do the interview?  How will they contact each other? If you are using a questionnaire, how will it 


be delivered to the people that you want to answer it? How will it get back to you? Are there 


instructions on it? If you are doing a file review for operations, you have to set times and dates for 


this to take place. It should not interfere with someone getting their work done.  


Describe the what, the how when and responsibility for ach step in collecting the information. 


This way, any bias that may be inherent in your study may become apparent. It also will add rig-


our to the study in that all of the pieces are presented together so that the study design can be 


strengthened. A basic tenant of research is replicability, where others could carry out the same 


study and get similar results, and writing the protocol can help them to do this.  


 


 


 


Write instructions for the participants 


When you are designing your tools, you must pay attention to the instructions that you are send-


ing along with the tool. What might seem clear to you might not make sense to anyone else. Test 


your instructions too!  


If you send out an item like a questionnaire - here are a couple of things to remember. If the pa-


per is white, and you are sending the questionnaire to someone who sits at a desk, it may get 


shuffled into all of the other papers and get lost. Bright colored paper helps. Attractiveness 


counts in designing your tools. If the questions are too crowded, or the print is too small, or the 


instructions are too complex, and the “look” is messy, people will turn away from it. This is a real 


art form. Again, get help if you need it. Have a third party review your public announcements—


posters, paper ads, flyers, or newsletters to make sure that the language, age and culture  is ap-


propriate and that it is attractive enough to  catch the audience’s eye. 
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2.4 Set the protocol  


2.5 Test your packaging and review public announcements 


Design 







There are sometimes 


problems with evaluation studies due to poor research design. As you review your tools, meth-


ods, participants, and data collection tasks, keep your eyes open for these trouble spots. 


 Getting the information from people who only have good things to say about your pro-


gram. 


 Selecting people who are not " the normal guy" (i.e. representative) of your program cli-


ent.  


 Trying to prove that your program is effective rather than trying to see what the reality is. 


 Trying to prove one thing while testing something completely different.  


 Ignoring the hundreds of other things (variables) that might influence program outcomes.  


 Ignoring differences between groups. 


  Generalizing your findings to everybody when your sample size is too small. 


 Bad timing.  


 Misleading introduction of the evaluation project.  


 Adding up scores on scales and then taking an average 


 The tool is not a good match for the questions 


 Bad/confusing instructions 
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Common Design Flaws 


 


 


You might consider these points "pesky" , but make sure you do them! They are important! 


 


 Collect data in a consistent way 


 Test your data collection tools  


 Identify information source before starting 


 


Note: Who have you chosen to collect the data? Can this person be neutral? Will the par-


ticipants trust this person? Make sure each person on the team collects the data in exactly 


the same way. You will have to coach them. 


Design 







An important thing to remember when you are carrying out an evaluation is that you have a 


serious obligation to preserve peoples privacy. This would include people you interview, survey, 


or records and files used for information sources. Permission to use private information must al-


ways be obtained up front, before any data gathering occurs. Strict rules for how to use the in-


formation must be agreed upon by all parties. Nothing will damage your credibility more than 


misuse of confidential information, especially in if you live in a small community, where word 


travels fast. 


You must be sure to demonstrate a respect and sensitivity to the diversity of the people served 


by the program.  Here are some guidelines  : 


 explain to stakeholders the potential risks and benefits associated with the intended 


evaluation; 


 obtain written informed consent from those involved in the evaluation, where there may 


be risks; 


 never deny anyone services for refusing to participate in the study; 


 do not place potential program users in a control group that prevents them from receiving 


vital services; 


 protect confidential information contributed by program users and service providers; 


 ensure anonymity of persons who respond to surveys, questionnaires, etc.; 


 treat people fairly  


 


Also, you must be careful about how information  impacts the public. If there is sensitive or dis-


turbing information resulting from the evaluation, care must be taken as to how it is made pub-


lic. 


There is often a high degree of interest and participation by community residents. It is better to 


give the people more information than some may feel is necessary, than to be accused of hid-


ing things, or wasting peoples’ time with evaluations that produce no visible results. 
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2.6 Review of conduct and ethics 


Design 







The Access to Information Act on information collected through program evaluation and Pri-


vacy Legislation may have impacts on the work that you are about to undertake. On the one 


hand the report can be requested under the Access to Information Act. This is fine, but if some-


one wants to see the actual raw data like interview notes, and questionnaire sheets, there may 


be difficulties. You must not release anything that will lead the reader to know who said what, 


unless they give you permission. If in any doubt at all get legal advice or talk to your departmen-


tal ATIPP coordinator. 


Access to Information and Privacy Acts 
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Be sure to include traditional knowledge where you can, and when designing your program,  


respect the culture that you will be working in. If you are using a data collection method that is 


not socially acceptable, you will not have the participation that you require. In some cultures, 


discussions of sexuality, gender roles and traditional belief systems can be deemed as inappro-


priate when in the presence of another gender, or in the presence of someone from outside of 


the culture.  


Looking for traditional knowledge has it’s own set of rules. 


In some cases elders are paid for their expertise but in 


other cases when asking someone their opinion on a pro-


gram  they are not paid .  


In some cases traditional knowledge may not be in 


agreement with scientific or standard practice. Even so, it 


Traditional knowledge and culture 


Design 







 


Evaluators are to be competent in their provision of service. 


Evaluators should apply systematic methods of inquiry appropriate to the evaluation.  


Evaluators should possess or provide content knowledge appropriate for the evaluation.  


Evaluators should continuously strive to improve their methodological and practice skills. 


Evaluators are to act with integrity in their relationships with all stakeholders. 


 


Evaluators should accurately represent their level of skills and knowledge.  


Evaluators should declare any conflict of interest to clients before embarking on an evaluation project 


and at any point where such conflict occurs. This includes conflict of interest on the part of either evalua-


tor or stakeholder.  


 


Evaluators should be sensitive to the cultural and social environment of all stakeholders and conduct 


themselves in a manner appropriate to this environment.  


Evaluators should confer with the client on contractual decisions such as: confidentiality; privacy; commu-


nication; and, ownership of findings and reports. 


Evaluators are to be accountable for their performance and their product. 


Evaluators should be responsible for the provision of information to clients to facilitate their decision-


making concerning the selection of appropriate evaluation strategies and methodologies. Such informa-


tion should include the limitations of selected methodology.  


Evaluators should be responsible for the clear, accurate, and fair, written and/or oral presentation of study 


findings and limitations, and recommendations.  


Evaluators should be responsible in their fiscal decision-making so that expenditures are accounted for 


and clients receive good value for their dollars.  


Evaluators should be responsible for the completion of the evaluation within a reasonable time as agreed 


to with the clients. Such agreements should acknowledge unprecedented delays resulting from factors 


beyond the evaluator's control. 


Canadian Evaluation Societies  


GUIDELINES FOR ETHICAL CONDUCT 
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COMPETENCE 


INTEGRITY 


ACCOUNTABILITY 


Design 







No matter how 


carefully considered 


your timeline is, what 


ever number you come 


up with, double it. 


There are always 


unforeseen situations 


that will push you off of 


your timeline. 
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2.7 Setting the timeline 


What time of year is it? Is there a community situation that you should 


know about? When do you want the information to go out and when do 


you want to have all of the information collected by? It is a good idea to 


put a time limit on it so that you can start working with your data. Also 


think of timing in smaller terms - when you approach a person , or what 


the program can handle at that particular time. Have you all new staff? 


Is it the busy season for your service? What might be good for your client? 


Here is an example of how a timeline might look. Please be aware that 


not all steps have been included here. You may want a more precise 


timeline. 


Approve terms of 
reference 
 
Develop survey 
 
Conduct sampling 
 
Develop Data 
collation tools  
 
Implement survey  
Start file Audit 
 
Data collection 
 
Data cleaning and 
analysis 
 
Draft /report 
preliminary results 
 
Write draft report 
 
Finalize report 
 
Prepare report release 
through public affairs 
 
Debrief evaluation 


  Jan   Feb   March   Apr   May   Jun   Jul   Aug   Sept   Oct   Nov   Dec 


 


 


 


 


 


 


 


 


 


 


 


 


When is the best time to 


collect this information?


  


Design 







 


 


How do evaluation practitioners make a judgment on a program? What kind of criteria is used to decide if 


something is acceptable or not acceptable? There are two well known international evaluators that 


give some guidance in this area and we refer to their expertise here: 


Dr. Michael Patton advocates for evaluators and clients to establish the standards of desirability 


before the data collection. This way there is a classification by which the program can be held 


up for inspection, in a calm and deliberative manner before the results come in. He calls them 


levels of attainment: 


1. Level at which the program is considered highly effective; 


2. Level at which the program is considered adequate; 


3. Level at which the program is considered inadequate. 


Dr. John Owen advises that before the data gathering, the evaluators and clients should decide 


who is to make the judgment about the worth of the program under review. He goes on to say 


that “In some instances, the client of an evaluation is more than happy to let the evaluator do 


so. But in other cases, the client prefers to take on this responsibility.” Here is an example 
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2.8 Setting the Evaluative Criteria 


Aspect Element to be judged 


  


Excellent Good Mixed Poor 


Documentation Appropriate signa-


tures and paper trail 


for program approv-


als. 


 


100 % of appropriate 


approvals in place 


At least 85% of files 


are current 


90% of appropriate 


approvals in place 


Between 84-74% of 


files are current 


70% of appropriate 


approvals in place. 


Between 73-63% 


Under 69%of appro-


priate approvals in 


place. 


Under 62% of files 


are current 


 


Client Focus Satisfaction: 


Students 


Directors 


Deputy Ministers 


 


Program is deemed 


excellent if 90% or 


over of those sur-


veyed are satisfied. 


Program is deemed 


good if 80%  - 89%of 


those surveyed are 


satisfied. 


Program is deemed as 


mixed, if 70% -79%of 


those surveyed are 


satisfied. 


Program is deemed 


unsatisfactory if the 


satisfaction rate is 


under 70%. 


Design 







Even if you conduct the evaluation in-house there may be costs associated with it that 


you could overlook . Consider the following: 


 
Training time 


 


Advertising 


 


Consultant /research assistant time 


 


Publishing/Photocopying 


 


Honoraria 


 


Mail out costs 


 


Travel /hotel costs 


 


Food for community meetings 


 


Office supplies 


 


Long distance calls 


 


Specialized computer  software  


 


Backfill 


 


Translation 


 


There will always be a cost to an evaluation, although it may not be apparent. Taking 


time from your regular schedule, your salary, meetings with steering committees and 


working groups, overtime and use of government equipment all contributes to the cost 


of an evaluation . 


2.9 Budgeting 
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Design 







2.10 Evaluation frameworks 


There is nothing complex about evaluation frameworks. There is no 


correct way to do an evaluation framework either. They are simply plans 


on how the work that you are going to carry out is documented. They 


can be complex or simple, but they need to give the reader an idea of 


the sequence of events about to take place.  


 


Example 1: 
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Data Collection In-
strument 


Data Source Type of Analysis Timing 
  


Q1 What has been the utilization of each program? 
  
  
  


      


Q2 What has been the level of funding and expenditures, over the years of operation 


  
  


      


Q3 What other resources are dedicated to this program? 
  


  
  


      


Q4 What are the barriers to access for this program? 
  
  
  


      


Q5 What have been the outputs and impacts of the program on the targeted population? 
  
  
  


      


Q6 What worked well and what improvements could be made with this type of administrative structure? 
  
  
  


      


 Question 


 


 Associated 


Activity  


 Data 


Source 


 


 Method 


 


 Type of 


Analysis 


 


 Who 


Collects 


 When  


Collected 


Example 2: 


Design 







 Reviewed the questions considering program stage and approach 


 Selected the tools and data collection methods 


 Conducted selection and sampling 


 Set the protocol 


 Wrote instructions to participants 


 Released public announcements 


 Set the evaluative criteria 


 Considered traditional knowledge and culture 


 Monitored the evaluation timeline 


 Set up the evaluation framework 


 Budgeted the project 


 Reviewed all conduct and ethical issues  
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Design checklist 


Have you……...?? 


Design 


Example 3 


 


PRE-TEST  


(Situation that the program 


was set up to address) 


Additional evidence 


Roll up of performance 


measures  


Client feedback 


POST-TEST 


(Situation today) 


COMPARISON 


Provides supporting      


evidence 
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Once the planning and design is finished, it is time to get started with implementation. This is 


assuming that: 


 The terms of reference have been approved; 


 The evaluation framework is complete; 


 The instruments for collecting the data have been designed and tested; 


 Public affairs and communications documents are ready to go. 


 Data is ready to be collected. 


 


Handling resistance  


The next task is to manage the evaluation project. Some delicacy might be necessary. Evalua-


tion can often generate strong feelings and even fear.  Those doing the evaluation must be 


careful not to rush the evaluation and take time to listen to the concerns of the program staff. 


Talking to program staff about how they feel or think of the evaluation and the program is 


helpful, even more so if they are able to contribute to the formation of the evaluation ques-


tions. These should reflect things that they genuinely want to know. By actively involving the 


staff throughout the process, you will help generate some ownership and increase the chance 


of the results being used. 


 


Keeping track 


A good way to keep the project on track is through interim reports.  Tentative findings and rec-


ommendations be communicated to the steering committee or senior management as they 


arise. Keep your timelines close as well—should you find that you are off track by 10 days with-


out reason, it may require that you turn your attention to finding out what the difficulty is.   


Even if you have hired a consultant to carry out the evaluation, as a program manager you 


are still responsible for ensuring that the project goes as planned. You have not “offloaded” 


your work on to someone else's shoulders; you should be committed to getting the best project 


that you can while spending the public’ s money wisely. 


PHASE 3  


MANAGING THE EVALUATION PROJECT  







Page 26 


The importance of the planning stage 


Many of the most important decisions in any project are discussed in the planning stages. This is 


where the people around the table may be willing to entertain innovations or ideas regarding the 


project. No matter what the outcome is, the defining characteristics of the project and the major 


decisions will be made during this time. Some of these decisions will have an impact on the suc-


cess of the project – so document carefully and use your influence carefully. It is important to en-


gage the people with whom you will be working. Keeping everyone in the loop and ensuring that 


everyone has the same idea of the purpose and direction of the project is critical. Never assume 


that everyone is on the same page. You may have to reiterate comments to constantly test that 


everyone has the same vision. Its important to use active communications – having people at the 


board room table rather than scores of emails but be aware that people time is valuable. Re-


quest a meeting when you have something to report or need direction. In evaluation cases if dif-


ferent stakeholders are partnering with you, there may be situations where there is disagreement. 


You may have to work to reach middle ground and if necessary with the support of senior man-


agement. 


 


Manage Risk  


Especially in the forum of social programming, the project manager will have to look for potential 


risk situations and take steps early to mitigate these. This might include things such as a person be-


ing unhappy with a particular question and complaining about it, or a groups being annoyed at 


being excluded from the group who was consulted. Ensuring that your ethics are absolutely 


proper is a good place to start. 


 


Stay on Course 


If you have good terms of reference that have been ap-


proved by the commissioner of the evaluation, you are 


much less likely to experience mission drift. There may be 


the attempt for partners to request add-ons or to ex-


pand the project under the idea of “while we are 


here...”.  It will take careful management skills to keep 


the person making the suggestions on side with the pro-


ject while turning them down. As the evaluation pro-


ceeds and something doesn't fit within the original terms 


of reference, discuss it with your steering committee or 


senior management.   


Implementation 
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Take the role of project manager to heart 


This means that you cannot let the project run you – you have to manage the project and 


may have to negotiate the authority to manage it properly . You will need to make decisions, 


and in order to stay on track you will have to resolve issues. It is suggested that your best 


course of action is to solve as many issues as you can before going to the Steering committee 


or the commissioner, and staying on schedule will be partially dependent on your ability to 


problem solve.  


 


Notes on Project Management 


Project management  checklist 


Have you……...?? 


Implementation 


 


 Had the terms of reference approved 


 Had instruments approved and tested 


 Prepared the  public affairs  materials 


 Kept track of timelines and budgets  and expenditures 


 Managed risk  


 Managed passive or overt resistance 
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Monitoring and Measuring  


WHAT IS PERFORMANCE MEASUREMENT? 


Performance measurement can be defined as a data collection and monitoring system es-


tablished to manage activities and improve results of government programs. Performance 


measurement goes by different titles; performance information, performance monitoring, per-


formance data, performance management  and /or results based management. Industry has 


their own version called Six Sigma which is based on quality process outputs to measure de-


fective production and foster management improvement.  


 


The GNWT first used measures in the late 1970’s but went to a formal system called Manage-


ment for results in the mid 1980’s. It was revised in the 1990’s to line up to objects in the busi-


ness plans in an attempt to provide information on results for resources.  Managers however, 


continued to collect what was important for them to run their programs. If program demands 


on time were high, managers kept statistics that were fast to collect. In many cases the data 


was not kept in a format that could be manipulated statistically, nor did they perform analysis 


on the data that they had on hand.  


 


The link between program evaluation and performance measurement is that the information 


from the measures are rolled up or aggregated over time so that managers can answer some 


(but not all) of the questions that may be a part of program evaluation.  


 


If measures are collected by a program they must have utility—they must tell the reader 


something about the program. This is not likely be helpful with one data point. Many measures 


taken the same way over a number of years will show trends. If the units of production are 


compared to costs over time the manager can have a better idea of cost per unit, and if this 


is then trended against the inflation rate the manager can know that the cost of producing a 


unit is becoming more expensive if not less expensive . 
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INPUTS PROGRAM  


ACTIVITIES 


OUTPUTS MANAGEMENT 


ATTRIBUTES 


SHORTER OR 


MEDIUM TERM          


OUTCOMES 


SOCIETICAL  


IMPACTS 


LONGER TERM  


(CLIENT TYPE) 


OUTCOMES 


MONITORING 
EVALUATION 


Money 


Staff  


Time 


Facilities 


Supplies 


 


Money spent 


Staff hours 


Time spent 


Facilities used 


Supplies bought 


Items produced 


Clients served 


Choose what is 
matters to you. 


Timeliness 


Quality 


Relevance 


Access 


Capacity 


Efficiency 


Cost effective 


Knowledge 
gained 


Skills learned 


Use of new 
skills 


New practices 


Changes in 
attitudes 


awareness 


Changes in 
behaviour 


Life long 
changes 


Trending over 
time 


 


 


Individual 
change 


Environmental 
change 


Societal change 


Economic 
changes 


Political change 


Change in  
public  values 


Social change 


Monitoring and Measures 


There are many ways to collect data, and many people choose to measure over time. There 


is the expectation that outputs will lead to short term outcomes which will lead to medium 


term outcomes and to eventually societal impacts. If the program logic is strong, the case 


can be made for attribution from you program to societal impacts but be aware that there 


as intervening events that can have influences that your program cannot control. The pro-


gram could be a good as it possibly could be, but it may only have the impact on a person 


up to a certain point. Multiple lines of evidence gives a manager a better sense of the reli-


ability and validity of the information that they are already collecting. 







Programs, services and projects have a schedules and timelines that are followed from the re-


search stage through implementation, monitoring, evaluation and reporting stages. This is a cau-


tion that as the program progresses through the initial start-up up and into full delivery, the 


achievement of results will take time. the graphic below gives a typical situation. Once the prob-


lem is verified, the ideas for an intervention are discussed and the program is designed and im-


plemented. As soon as the program starts, things will be produced or consumed. These will be 


the initial outputs. In cases where society wants systemic change, it will take time. Changes in be-


haviour can take a generation to achieve. So if your program is in its first few years of operation, 


don’t assign yourself longer term or societal impacts as measures and hope to achieve them 


within the first 5 years. 


 


 


Timing for attainment of results 
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Verification of problem 


Program design and approvals 


Implementation 


and adjustments 


Initial outputs produced 


Short  to medium term outcomes 


Medium to longer term outcomes 


Societal Impacts 


Also consider your ability to influence future impacts. The government has a high degree of con-


trol over inputs and outputs and to some extent the shorter term outcomes but as the length of 


time increases between the actual intervention and the social impact is achieved, there are in-


tervening variables that occur over which the government has little control.  


Lower ability to con-


trol. Expensive and 


difficult to collect but 


this is where public 


interest lays. 


High degree of con-


trol. Easy to pro-


duce and collect 


information on. 


Monitoring and Measures 
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Although there is cross-over between performance measurement and program evaluation, 


many jurisdictions see measurement as a subset of program evaluation. In most cases monitoring 


is cyclical, fast and usually involves outputs, production, and processing. Evaluation can be used 


in all stages of a program’s life, but is usually aimed towards the assessment of the results of a pro-


gram. 


 


Program Monitoring with Measures 


 


Output measures are usually recorded right away, they record nominal data such as numbers, 


types of things, amounts of money,  length of time, demographics, etc. If outputs are used  in 


tandem with inputs they can help the manager to  make some kind of judgement on cost effi-


ciency.  


 


Input (how much it cost ) + output (number of things consumed)= was it worth the cost? 


 


Input (amount of time) - output (number of things produced)= is the length of time reasonable? 


 


 


Output Measures 


Definition - units of services provided, products provided or people served by government 


or government funded programs; a count of the goods and services produced. Use output 


measures when you want to show production. Output measures only tell you how 


much was done, not how well or efficiently it was done, or what impact it had on the clients. 


 


Examples of outputs: 


• number of grants 


• dollar amount of grants 


• number of business start-ups 


• number of jobs created 


• number of students graduating 


• number of counselling sessions 
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Cost-Efficiency Measures 


Definition - measures the cost, unit cost, or productivity associated with a given output or result. 


It can also be looked at as how cost-effective it is to do an activity. Efficiency measures are usu-


ally related to ratios where a relationship between an input and an output can be expressed. 


Using an example of a car, if you use regular gasoline (0.75/ litre), it may get 10 kilometres of 


travel distance to the litre. If you use high-octane gasoline (0.85/litre), it might get 15 kilometres 


of travel distance to the litre. By comparing the price of the gasoline, to  the mileage, and then 


comparing gas prices to each type of gas, you can conclude where your best buy will be. It is 


simply a cost/benefit ratio. Use efficiency measures when you want to assess the “best value for 


dollar spent” on a program or service. 


 


Examples of efficiency measures 


 cost per student in a course 


 cost per job created 


 average processing time/rate of hourly pay 


 average cost per client served 


 cost of keeping a hospital bed open 


 cost per meals on wheels vs. cost per housekeeper 


 ratio of teachers to students 


 ratio of paved highways to unpaved highways 


 


Targets 


Definition - like benchmarks, targets are used as a method to measure interim performance, as-


sessing the rate of improvement from the present situation to the ultimate desired outcome. For 


example, a desired benchmark might be to increase the disposable income of a province to be 


at least 90% of the Canadian average by 2008. While the jurisdiction believes that this outcome 


can be achieved, it also knows that many challenges exist and that the programs designed to 


achieve this outcome may take time to implement. As such, the province may set a series of in-


terim targets i.e. 80% by 2014, as a way to measure its progress over time to achieving its ulti-


mate outcome in 2025. In this case, the targets serve as interim measures that provide informa-


tion on progress toward the desired ultimate outcome. 


 


Examples: A program can set targets on dates, percentages, ratios, times, measures, places, 


health education or social conditions.  


Page  32 


Monitoring and Measures 







Benchmarks 


Definition - the standard or reference point against which something is measured. It can be a 


goal, or a comparison against another similar organization. For example a jurisdiction may set a 


goal to rank in the top three Canadian jurisdictions for lowest percentage of high school drop-


outs per 1,000 students. In this example, the jurisdiction has set a standard of performance or a 


benchmark of success, by being ranked in the top three jurisdictions. This jurisdiction will there-


fore assess its performance with respect to high school dropout rates by monitoring its ranking 


relative to all other jurisdictions. Only when it achieves a top three ranking will it consider its "stay 


in high school program" a success. 


 


Outcomes 


Definition -Outcomes are the desired results of the program, activity, or service. These are the 


changes that you want to see. They have been called results or sometimes impacts and they  


are what happens as a result of your program or service. A goal is what you were aiming for and 


the outcome is what actually happened. Outcomes can be short-term, medium term, or long- 


term. Some things happen right away, some take months to achieve and some may take years 


to achieve.  
 


Shorter-term Outcomes 


• % of students trained who have jobs 6 months after training 


• increased awareness of the negative effects of alcohol or drugs 


• sobriety maintained for 3 months  


• homeless people come off the streets to use the shelter 


• 14 new northern businesses have been developed 


• community governments better manage their affairs 
 


 
Medium- term Outcome 


 Within 4 years of initial treatment breast cancer survivors are cancer free 


 The participants lost a total of 500 pounds in 2 years of the program 


 Two years after training, students are still employed on a full time basis 


 sobriety maintained for 3 years for 15 people 


 10 ex- homeless persons have maintained their own residences 


 Of the 15 new northern businesses started in 2010, 14 are still successfully operating 


 
 


Longer-term Outcomes 


 a healthier population has resulted from a 90% drop in diabetes 


 safer communities through a XXX drop in crime rates 


 children exhibit progress towards age appropriate motor skills 


 a negotiated settlement acceptable to all parties 
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Management Attributes 


 


Rather than assigning a level of attainment  x time as a measure  to government activities, 


there is a way to ask for certain attributes in the services that are provided. For lack of a 


better term, we  will call this management attributes. They can be what ever is important to 


the manager in regard to competent administration, such as timeliness, cost effectiveness, 


quality, relevance ect. One can choose the attributes that they feel are right for the pro-


gram.  The following is an example for a post secondary program. 
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ATTRIBUTE METRIC HOW DOES THIS HELP US? 


CAPACITY  Enrolment in programs  


 Number of PYs 


 # and type of program  


Are the children actually attending programs? 


Are there enough staff to handle the case loads?  


QUALITY  Program ratings 


 Number of staff accessing PD 


 Number of PD opportunities  


How do the parents like the program? 


Are the staff well trained and current? 


Is there money to keep staff trained?  


Are we doing enough?  


ACCESS  Locations 


 Availability of programs  


 Number of  spaces  


 Shortfall  


Location tells us where programs and services are 


being offered. From this we can extrapolate gaps 


in services.  


The number of spaces /interventions if compared 


to the birth rates in the area also will point to po-


tential gaps. It may lead to a public affairs cam-


paign so that parents know what is available.  


RELEVANCE  Survey results 


 Demographics  


 Statistics with use of screening tools  


What are the teachers recording in their screen-


ings? Over time have there have there been 


changes in the assessment results? If yes, it is evi-


dence suggesting that the interventions are suc-


cessful. If no and the screening tools are held con-


stant, then it might mean that the interventions are 


not producing the desired results. 


 


COST  Revenue sources and amount 


 Core funding x program  


 Contribution agreements totals  


Where is the money coming from  (i.e. potential 


indicator of risk)? Is the money getting to where it 


needs to go? Spending patterns may indicate po-


tential service inequity.  


Monitoring and Measures 







 There must be utility to the measures, meaning that they are useful either to the funder or to 


the institution; 


 


 They must be reasonably accessible to the monitor (Availability); 


 


 The value of the measure must be equal to the time and effort it takes to collect it; 


 


 A limited number of meaningful measures are more efficient and appropriate than many 


measures that do not truly address the organization’s goals; 


 


 The measures must be clear and easily understood by clients, stakeholders and the public 


and show how performance is being addressed (Understandability); 


 


 The measures are an accurate representation of what is being measured. The information 


presented is timely and directly related to the subject matter (Validity); 


 


 The information is free from error, unbiased and complete. The results can be duplicated by 


others using the same information and methodology  (Reliability); 


 


 The data can be compared to past years or to similar organizations (Comparability) 


Performance data should not stand on its own. Numbers need to be viewed in relation to some-


thing, like a standard, or a benchmark, or progression over time. It should indicate movement of 


some sort - are things improving or regressing? Are the outputs commensurate with the amount of 


energy expended and the cost of producing them? You need a plan to implement  a perform-


ance measurement system. 


 


 


Performance Measurement Implementation 


Principles of Performance Measurement  
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Who has the data, 
or, where is the 
data? 


What is the best 
tool to pull all the 
data together? 


When is the best 
time to collect the 
data? 


Who will be re-
sponsible to col-
lect the data? 


Who does the 
analysis? 


Who is analysis 
reported to and in 
what forum? 







CAUSE AND EFFECT 


The causal link between what your program produces and greater societal change will be dif-


ficult to establish. As time passes after the intervention, it’s effect may diminish and thus be-


come harder to show direct attribution. How many workshops have staff attended? One year 


later can they still explain the major concepts? If they have applied the materials right away 


and sustained the effort they probably can but if they have not used the material or looked at 


it again they may not have good recall.  The bigger the impact that the program aims for, the 


harder it will be to prove that it was the change agent. If you work with children in grade 1, 


you may have an impact during the time that you are working with them and right after-


wards. There may be lasting impacts throughout grade school. However, to claim that the 


change sustains itself throughout high school and later in life is harder to prove. There are mul-


tiple variables at work which cannot all be factored into an evaluation or research study. 


 


VISIBLE RESULTS VS. CHANGE 


For a combination of political and administrative reasons, governments wish to demonstrate 


visible results, clear signs that the government's activities are making a difference. The prob-


lem occurs with the time lag that occurs between program outputs and social outcomes. Be 


sensible in what can be achieved by which timeframe. 


 


EVALUATING BY GOAL ACHIEVEMENT 


In the early days of program evaluation, a common approach was to evaluate by an assess-


ment of goal achievement. Fortunately, evaluation theory has come a long way so that man-


agers now have choices on how they evaluate programs. In the 1980’s managers were ad-


vised to write goals as “pie in the sky” ultimate achievements in the best of all worlds. We rec-


ommend that programs avoid this kind of goal statement. This writing style makes it look like 


the managers are failing to achieve their goals and it has resulted in program overreach-


where the program is being assigned responsibility for what lays outside their jurisdiction or 


mandate. If the manager wants a statement of what a perfect world should look like, (i.e. a 


vision statement) they can write one. It will act as a touchstone for keeping the organization’s 


“eyes on the prize”, but it won’t be tested. These statements are extremely expensive to test, 


and it is almost impossible to show direct attribution back to the program. Goals should be 


written with an end date in mind  - say a 10 year horizon upon which time one would expect a 


review of the program and a readjustment if necessary. Goals should also be specific, achiev-


able and reasonably measurable. 


Inside Story Headline 
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“Without big 


data, you are 


blind and deaf 


and in the 


middle of a 


freeway.” – 


Geoffrey Moore, author 


and consultant 
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Before data collection starts there are a few things that you can do to 


make life easier: 


 


 Give thought  to how data will be returned and in what form.  


Make it easier for respondents (and yourself) by collecting numeri-


cal data on spreadsheets that have already been designed. This 


way data  sets from different respondents can be combined and 


then maintained over the years.  


 


 Know before hand what kind of statistical manipulation you will 


need to apply in order to answer the evaluation questions. 


 


 If you are asking a respondent qualitative type questions, consider 


how that information will be recorded.  


If hand written notes are taken they will have to be transcribed. If  


more than one person is taking notes across multiple sites, all of 


the data will have to be electronically transcribed so that it can 


be cut and pasted together to compare each question.  


 


 If you are sending out your own survey, by post or email and you 


are not using an online internet service such as Survey It or Survey 


Monkey, you will have to build a database to house the data.  


 


Data analysis generally follows the following steps: 


 


1. Group 


2. Describe 


3. Interpret 


 


As soon as the data starts to come in, start the collation right away. 


Chances are that it will likely arrive in large volumes and handling the 


data as it arrives will save some time later. It will give you the opportu-


nity to test your data collation instruments as well. 


PHASE 4  


DATA MANAGEMENT AND ANAYSIS  







Step 1 Grouping and Organizing Data 


You should 


remember to 


have back up 


copies of 


everything 


before you 


start playing 


with the data. 
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Collate the questions 


Start grouping data by pulling together the larger items before drilling 


into specifics. For example, in a mixed methods situation you may have 


interviews, questionnaires and focus groups across multiple sites. Collect 


the data from the different instruments and keep them separate. You 


might need to know that a  particular kind of response comes from either 


the questionnaire or the interview or the focus group. 


Each item on each instrument has to be grouped together i.e. all ques-


tion # 1s together, all questions #2, etc. 


Code the data  


Have the coding sheets developed before your instrument goes out. 


They may have to be tweaked but at least you have a head start. Cod-


ing sheets are used assign a theme to open ended statements or to col-


lect all of the numerical values into one place. These are easy - they are 


simply a way to get all of the information on to one page so that you can 


look at it. Take a copy of your questionnaire, make a master sheet that 


looks like the questionnaire and for each question leave room to count 


up all of the different responses for each question.  


If you have an interview, you would do much of the same but you might 


for instance look for key phrases or words that keep popping up in the 


discussions.  


As you are testing your tool, also test your coding sheet to see if it works. 


One of the things that you should consider is to have one person do all of 


the data entry on your coding sheets, then have another person do at 


least a portion of the same data entry on another sheet (don't let them 


see each others work) then compare what they wrote down. This will tell 


you that there is agreement on where everything has been placed. If the 


results are the same you can say that you have inter-rater reliability. 
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“The goal is to turn 


data into 


information, and 


information into 


insight.” – Carly 


Fiorina, former 


executive, 


president, and chair 


of Hewlett-Packard 
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Look at the trends and themes 


Simply grouping the data may show some trends. There must be 


some defining characteristic that you are interested in. How 


about peoples ages? Their gender? Could you look at communi-


ties and the differences between them?  How many times did 


you see a particular thing in a particular group?  Can you de-


scribe the groups you have chosen and what or how much is in 


them? Look for comparisons and contracts between instruments and be-


tween groups. Describe the respondents and the demographics of the 


groups. Who responded? How old were they? Were they male or fe-


male?  At this point simply roll up the responses and report them. 


Now you have to figure out what it all means. It is best to do this with the 


team. Discuss the data with them and ask them what it means to them. 


Can they  suggest why the data turned out as it did? Within any of the 


defining characteristics of the demographic group, were there differ-


ences between how they responded to the questions? 


Don't be shy to play around with the data = look at it from all different 


angles. Compare A to B, compare B to C; see if every time you see "A", 


"B" seems to show up. Maybe every time you see A, B is no where to be 


found. Why? Are there other sources of data out there that agree with 


what you have found? Have you searched the internet to see what other 


studies have findings similar to yours, or completely disagree with you? 


Have you plotted your numbers on a chart? Maybe try plotting on a 


scatter gram to see visually where everything falls. A scatter gram is just 


dots on a map  - it can be a geographical map or a numbers grid.  


Is there an absence of something that jumps out at you? Can you com-


pare differences between age, gender, height, weight, occupation, 


marital status? Lay everything out and see how much data you can 


squeeze out of the information that you have received. 


Step 2 Describe the Data 


Step 3 Analyze and Interpret the Data 


Data Management and Analysis 
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Interpreting Stories 


With story telling, artwork or interviews, looking for themes can be done by using a highlighter on 


a copy of your raw data sheet. Every time the person mentions a certain thing, or something re-


lated to that certain thing, the pictures have themes, use a highlighter on it. Blue might mean 


one theme, yellow could be another theme and green yet another. You will need to have con-


sistent application and understanding between everyone as to what each theme is. Remember 


have someone else verify your numbers and have the team in agreement as to what the num-


bers are telling you. If you have one pet theory, don't stick to it - it is entirely acceptable to give 


the other person's interpretation in the report. As a matter of fact, it may give you more credibil-


ity.  


Cause and Effect 


This means that changes in X are directly caused by changes in Y. There may be an association 


between them. Then we have correlation. Correlation is a statistical relationship between two 


factors, where high scores on one factor tend to go with high scores on the other factor (positive 


correlation) or that high scores on one factor go with low scores on the other factor (negative 


correlation). If you want to prove that there was a correlation you have to do some statistical 


work. The relationship between these two factors may be weak or strong, and just because you 


see these two factors match up it does not means that one has caused the other. Get help from 


a statistician, and ask them to help you with a Chi Square or with correlation co-efficient. Simply 


seeing these factors together on a page does not mean that there is a true relationship . You 


need to test it. HOWEVER! Correlation does not mean causation! This means that when you see 


the two factors together, one does not always have an influence over the other. Down south, 


cows will sometimes lie down before it rains. That does not mean that a cow lying down will bring 


on the rain! Be careful how you interpret your findings!  


Are My Findings Significant?  


Your findings may be significant to you or your boss, or client, but saying that your results are sta-


tistically significant means something else. It means there is a low probability that the results of 


the evaluation occurred by chance alone. In psychology it is conventional that results are said 


to be significant if the probability of their occurrence by chance is equal to or less than 5 per 


cent.  
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Regression Threat  


A regression threat (known also as a regression artifact or regression to the mean) is a statistical 


phenomenon that occurs when ever you have a non-random sample from a population and 


two measures that are imperfectly correlated. Say that your two measures are a pre-test and a 


post-test. Most likely these won’t be perfectly correlated with each other. Furthermore, assume 


that your sample shows really low pre-test scores. The regression threat means that the post-test 


average for your group will appear to increase or improve even if you don't do anything to 


them -- even if you never give them a treatment. Think about it as the “you can only go up from 


here" phenomena. If you include in your program only the kids who constituted the lowest 10% 


of the class on the pre -test, chances are that they will increase on the post-test because they 


could not go any lower.  


Unintended Impacts 


There is a possibility of unintended impacts where the background research has not been done 


before a program is up and running. In your role as a manager you must keep your eyes open 


for things that may happen that you did not anticipate. Some may have no impact on the pro-


gram, some may be good, and some may be serious.  


Stretching Research Findings 


Sometimes a researcher is tempted to exaggerate the importance of the findings, regardless of 


whether there is data or evidence to support it. This is done both intentionally and un-


intentionally and for any number of reasons. This could even be the result of a small sample size 


being generalized or exaggerated to a general population.  


There can be dishonesty in the way some people chose to interpret and present their findings 


too. Depending on the types of statistics they use or the graph that they choose to present their 


findings on, it’s possible to distort the data.  You will get the most meaningful results if you inter-


pret your data fairly and present what the data is actually suggesting rather than what you 


think others want to see.  


Data Management and Analysis 
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Step 4 Present the Data 


Data can be expressed in a number of different ways. How you lay out your data will help you 


to interpret it correctly. You can try different forms of graphs, charts, or tables to help you see 


clearly. Examples follow: 


Cross tabs 


Cross tabs can generate many interesting questions and can show data is a clear and concise 


way. It is easy to see difference between groups and can lead to further statistical applications.  


A typical cross tab looks like the following.  


 


 


 


 


 


 


 


 


 


There are also ways to do visual comparisons that can help people understand the scope, size 


or direction of the data you are trying to present.  For example a scale drawing. 


Thanks to Colin Douglas Howell  on work adapted from illustrations and scale diagrams by Ar-


thur Weasley, Steveoc 86, Dropzink, and Piotr Jaworski. 


 Television Watching Preference 


 Male Female TOTAL 


    


Hockey 50 30 80 


Football 60 10 70 


Oprah 12 62 74 


Days of Our Lives 5 50 55 


Bugs and Tweety 9 8 17 


Vikings 22 26 48 


Wrestling 42 12 54 


CBC News 66 62 128 


Duck Dynasty 44 50 94 


total  310 310 620 
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Graphics created by Arthur Beltran, Houston Texas. 
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 Graphs 


If you have data that needs to be presented it can be done in many ways with graphs, but if 


you are going for visual impact, consider that the two pictures below represent the same 


thing. Which would hold your interest?  
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Step  5 Making the Judgment and Recommendations 


There is a major difference between a program evaluation and a research study.  In program 


evaluation the author will be called upon to make a judgement on the program  and is ex-


pected to have collected enough robust evidence to be able to make recommendations.  


There must be a point to the evaluation— not just straight reporting of numbers, cost and opin-


ions.  These judgement calls are based on the evidence that is collected in relation to the 


evaluation questions and the summary of what all of the responses to the questions indicate as 


a whole. If you have taken the time to return to the evaluative  criteria, you can go back to 


your team and ask the group to make the evaluative judgement. It does not have to be a puni-


tive or long exercise. It can be set up with the criteria on one side of a table and the judgement 


indicated by a check mark into categories as such; 


 


 


 


 


 


 


 


 


 


Please note that some explanation will be required as a reader may wish explanation of why a 


particular rating was given.  


This format is not the only way to impart judgement but it may be useful  for complex programs 


with many questions.  
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Criteria Criteria not 


met 


Criteria met Program  exceeded 


expectations 


80% of the clients approve of 


this service 


   


70% of all cases were seen 


within 1 week of initial intake 


   


Expenditures were kept within 


budget 
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Analysis 


Description + Interpretation + Judgment = Recommendations 


Recommendations should follow through from the findings -  the reader should be able to see 


the body of evidence for each recommendation.  Before writing the recommendations it is wise 


to have them in draft and discuss them with the evaluation team, because some of the solutions 


that you may propose may already have been considered or attempted. If this is the case this 


information might be appropriate for the report. An outside party may read the report and won-


der why certain strategies had not been attempted so it is best to keep the reader informed.  


Rejecting or ignoring findings 


 


Sometimes we want to believe in something so badly that we overlook the scientific evidence 


in favour of less rigorous evidence. You must beware that in your own evaluation study you will 


find evidence to support what you want to see and not what actually "is". This is a problem in all 


fields of study as the sidebar story will indicate. If you find something troublesome report it. 


Please reference the problem. Other people in other programs are counting on you to help 


them to NOT make the same mistakes!  


 


 
Four stages of acceptance: 


      i)    this is worthless nonsense; 


      ii)   this is an interesting, but perverse, point of view; 


      iii)  this is true, but quite unimportant; 


      iv)   I always said so. 


 (J.B.S. Haldane, Journal of Genetics #58, 1963,p.464) 
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Have to grouped and sorted your data? It is organized so that trends can 


be seen? 


Have you adequately described the data? 


Have you sufficiently analysed the data to the point where it could be in-


terpreted ? 


Is the data presented honestly and in a clear manner? 


Have you met with the steering committee to discuss the possible interpre-


tations of the data. 


Has the evaluative judgement been made? 


Have the steering committee discussed the recommendations? 
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Data Management and Analysis  


Have you……...?? 







Steps: 


1. Draft the evaluation report 


2. Decide your communication strategy 


3. Adjust the program 


4. Debrief with the evaluation team 


Using the outline provided, begin the drafting of your report. Once you have it, be prepared for 


changes.  


We are assuming that you have discussed your data with the team and that everyone has had 


a chance to comment on the interpretation of the findings. Never spring bad results on anyone. 


If they have been involved in a meaningful way they should have some idea of what is going to 


be said as a result of the data. You need to get consensus on the report. If you have a point that 


cannot be agreed upon or has a reasonable alternate explanation for the findings, to be fair, 


you must report this. It truly will make for a stronger presentation.  


Page 47 


 


The introduction should be brief and describe the program (its goals, how long it has been run-


ning, number of staff, etc), the reason (s) for the evaluation, stakeholders, clients, and  other im-


portant background.  


Introduction 


SAMPLE REPORT  


OUTLINE 
 


Introduction 


Executive 


Summary 


Design 


Results and 


Analysis 


Recommendations 


Conclusions 


Phase 5 


REPORTING AND DEBRIEFING  


Step 1 Draft the Evaluation Report 







Describe the data collected. Explain how you arranged your data, and what it is telling you.  It 


helps to keep information clear if it is presented in tables,  charts or graphs. Then explain under 


each, what it is telling you. Please note that this is not always possible, it depends on how you 


collected your information.  


The Results and Analysis 


The Design - Methodology  


This section should tell the reader exactly how the evaluation was done, so that if someone else 


wanted to copy it, they could, with your instructions. Tell us how  the evaluator collected the in-


formation.  Describe the methods or tools that you used, how people were chosen to partici-


pate, and who, how and when the information was collected. THIS IS A VERY IMPORTANT SEC-


TION!  
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The summary should: list the evaluation questions, present the most important findings (two or 


three sentences each); and state the methods used to get the answers. It  is easier to write this 


section last. 


Executive Summary 


Reporting and Debriefing 


Recommendations 


Recommendations take the conclusions to the next step and asks the questions   - what can we 


do about it??? How can we make things better? Everything that you recommend should be 


able to be traced back to your  analysis. Consider some options; sometimes it is difficult to see 


that there may be options. In fact, there may be options available to you that you don't want 


to take - such as closing a program. We would urge you to look at  the consequences of all of 


the options. Don't parachute recommendations! Every now and then you will read a report and 


out of nowhere comes a recommendation. There is no evidence to back it up, no previous dis-


cussion on it, it just appears as if magic. We call this parachuting.  You have to build the case 


for what you are recommending.  







You and your team must look at all of  the data. You must  agree on how the analysis was 


done, and try  to reach agreement on what the analysis reveals. Ask what the findings mean for 


the program. Ask your team - "Why did we find what we found???  What does this mean to the 


program?" 


BE CLEAR ON 


THE MESSAGE! 


Page 49 


Conclusions 


Step 2 Build Communications Strategy 


Good communication helps to relieve people's fears.  Remember that when there is poor com-


munication, rumours start, so you have to be open about what you are doing. You should have 


a communications plan.  Consider the best way to keep people informed as you go along.  


 


Make sure everybody is clear on what the findings and recommendations are, and exactly 


what it is that you want the public to know. 


 


Once you have discussed your preliminary findings with your partners, don't go away and de-


velop an entirely different set of recommendations. Never spring them on anyone! 


 


 A very wise person once said that "Evaluation results are not like birthday presents. Nobody likes 


to be surprised."  By the time your results are ready to be released, everyone concerned should 


have had the chance  to review the data and make comments on the  draft report. 


Reporting and Debriefing 







Considerations for Communications Strategy 


 


 Who gets the findings first? 


 Tailor-make your presentation to your audience. 


 Make findings interesting. 


 Report major finding first, minor ones second.  


 Don't attack or lay blame. 


 Give credit to the people who helped you. 


 Look critically at the report.  


 Do the results look too good to be true? 


 Is the report in plain language? 


 Is translation needed? 
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Step 3 Adjust the Program  


The evaluation doesn't end with the reporting of the results. You need to act upon them.  The 


evaluation can help you do several things: improve your program; help others learn from your 


experience; and tell funders/government what happened with the program money.  


 


Improvements 


You will have learned why things worked well or did not. You can then use this information to 


make changes to the program or service in the future. You may want to change the focus, 


change the target group, or expand a very successful program. The important thing is to take 


what you have found, and do something with the information. Make sure that this is shared with 


the community and your clients. 


 


Learning  


Your evaluation could also help others in the community, or help other 


communities to develop programs and services that you have found to 


be successful. Your information could save others from some trial and 


error, especially if you kept a good record of what you did, and the de-


cisions you made along the way.  


Reporting and Debriefing 


Who needs the  


report? 


 


 Your stakeholders 


 Your clients 


 Community groups 


 Funding bodies 


 The public 


 Community leaders 


 Colleagues in other 


jurisdictions? 


 Legislators? 
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Step 4 Debriefing the Evaluation 


 The final phase of the evaluation project needs to happen before the steering committee drifts 


apart. A review of the evaluation process helps point out what could be improved for the next 


time. Look back at how relationships between the parties involved worked, it may show how the 


evaluation plans unfolded. How will you rate the quality of the evaluation?  American Joint 


Committee for Standards for Educational Evaluation (AJCSEE) have increasingly been used by 


the professional evaluation associations, including the American and Canadian Evaluation Asso-


ciations. The standards should be reviewed before undertaking an evaluation as they can be 


used both as a guide for managing the evaluation process and to assess an existing evaluation. 


The standards have been adopted by the GNWT (our own standards are below) and the AJCSEE 


technical standards include: 


 


 Utility criterion are intended to increase the extent to which program stakeholders find 


evaluation processes and products valuable in meeting their needs. 


 


 Feasibility criteria are intended to increase evaluation effectiveness and efficiency. 


 


 Propriety standards support what is proper, fair, legal, right and just in evaluations. 


 


 Accuracy standards increase the dependability and truthfulness of evaluation representa-


tions, propositions, and findings, especially those that support interpretations and judg-


ments about quality. 


 


 Communication and Reporting criterion will ensure that evaluation communications have 


adequate scope and guard against misconceptions, biases, distortions, and errors. 
 


1.0 Evaluation Planning  


 
Standard 


The department must apply the discipline of evaluation to assess the performance of its policies, 


programs and initiatives, both departmental and inter-organizational. 


 
Guidance 


 the evaluation committee should develop an evaluation plan that is based on assessment 


of risk, departmental priorities, reporting requirements, and priorities of the government as a 


whole  
 


 the full range of evaluation issues should be considered at the planning stage of an evalua-


tion (such as timing, resources, scope, confidentiality etc)  


 


 the relevance of any policy, program or initiative should be considered during its evalua-


tion -  i.e. is it consistent with priorities, does it address an actual need, is it relevant to the 


people that it is trying to serve . 


Reporting and Debriefing 
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 the evaluation should attempt to determine if the policy, program or initiative is effective in 


meeting its objectives, and within budget and  


 


 the evaluation should attempt to determine if the most appropriate means are be-


ing used to achieve the program goals.  
 


2.0 Competency 
 


Standard 


The person or persons carrying out evaluations, or evaluation related work, must possess or col-


lectively possess the knowledge and competence necessary to fulfil the requirements of the 


particular evaluation work. 


 
Guidance 


1. Evaluators should possess or ensure the provision of knowledge appropriate for the evalua-


tion and continuously strive to improve their methodological and practice skills. 


 


1. In order to develop valid, credible and unbiased conclusions and recommendations, 


evaluators should possess knowledge, skills and experience in: 


 the application of sound research design that enable them to answer the questions 


 the collection and analysis of reliable quantitative and qualitative data and  


 the ability to make judgements on the data. 


 


3.0  Objectivity and Integrity 
 


Standard 


Individuals performing evaluation work must be free from impairments that hinder their objectiv-


ity and must act with integrity in their relationships with all stakeholders. 


 
Guidance 


Evaluators should: 


1. accurately represent their level of skills and knowledge and  declare any matter that could 


compromise their objectivity before embarking on an evaluation project or at any point 


during the project. 


 


2. Evaluators should be accountable for their performance and their products and for:  


 ensuring that their work addresses the priority concerns and accountability require-


ments of departmental management and the government has conferred with stake-


holders on decisions such as confidentiality, privacy, communications and ownership of 


findings and reports 


Reporting and Debriefing 
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 ensuring sound fiscal decision-making so that expenditures are accounted for and cli-


ents receive good value for their dollars and  


 completing the evaluation work within a reasonable time as agreed to with the clients.  


 


 


4.0 Consultation and Advice 
 


Standard 


Evaluation work must incorporate sufficient and appropriate consultation and, where appropri-


ate, apply the advice and guidance of specialists and other knowledgeable persons. 


 


Guidance 


1. Evaluators should consult major stakeholders when conducting their work 


2. Where appropriate, peer review groups should be organised to review evaluation products 


to improve their quality and enhance the sharing of best practices 


 


 


5.0 Measurement and Analysis 
 


Standard 


Evaluation work must produce timely, pertinent and credible findings and conclusions that man-


agers and other stakeholders can use with confidence, based on practical, cost-effective and 


objective data collection and analysis. 


 


Guidance 


1. Evaluation products should be  made available at the most appropriate time to aid man-


agement decision-making 


2. Evaluation findings should be relevant to the issues addressed and flow from the evidence 


3. Evaluation products should be useful to managers in improving performance and reporting 


on results achieved. 


 


Reporting and Debriefing 
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6.0 Reporting 
 


Standard 


Evaluation reports must present the findings, conclusions and recommendations in a clear and 


objective manner. 
 
Guidance 


Evaluation reports should be written so that senior managers and external readers can under-


stand the issues being reported. They should: 


 be concise and clearly written 


 include information that is needed for a proper understanding of the findings, conclusions 


and recommendations 


 present the conclusions and recommendations so that they flow logically from evaluation 


findings 


 clearly expose the limits of the evaluation in terms of scope, methods and conclusions 


 provide the reader with appropriate context by describing the purpose and timing of the 


work, the policy, program or initiative that was evaluated, how it fits into the overall opera-


tions of the organisation 


 provide an accurate assessment of the results that have been achieved by the policy, pro-


gram or initiative 


 provide relevant analysis and explanation of any significant problems and contain clear 


and actionable recommendations 


In view of transparency, once client confidentiality is protected, the report should be made 


available to program staff and partners and available for pub-


lic discussion, unless the Minister chooses to withhold it. 


Reporting and Debriefing 


At least try to make the 


report attractive, concise 


and visually interesting! 







Reporting and Debriefing  


Have you……...?? 


Reporting and Debriefing 


 


1. Did you seek approval on the outline of the evaluation report? 


2. Have you achieved consensus on the evaluative judgement? 


3. Are the alternative explanations that would explain your findings? 


4. Is your steering committee aware of the findings so far? 


5. Have you drafted the evaluation report? 


6. Is the communication strategy approved? 


7. Is there agreement on the adjustments to the program? 


8. Have you debriefed with the evaluation team? 


9. Have you reviewed your performance against the evaluation standards? 
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