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• Choosing Methods and Tools 
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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. 
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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 



INTERNET SEARCHES 
Methods and Tools 

2014 

 

Program Review Office  Page 2 

 

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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