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INTRODUCTION TO THEKIT

When asked “What is a community?”,
Aboriginal people oftenanswer

“A community is a group of people
sharing and caring.”

This series of manualsis about just
that: sharing information and skills
toempower people so they can
better care for their communities.

Training in community development
and program evaluation hasbeen
identified by Health Canada and by
national Aboriginal organizations as
apriority need.

In order to fulfil this need, training
workshops were offered between
1993 and 1995 to approximately
300 Aboriginal people across
Canada, mostofthem front-line
healthworkers. The training was
based on a generic package of
resources on health promotionand
community development called the
Community Action Pack.

Experience and feedbackreceived
from the participants during the
workshopsand after they returned
to their communities led to the
development of this new Kkit.

Community Action Resources for
Inuit, Métis and First Nationswas
developed specifically for Aboriginal
people, taking into consideration
their values, culture and way of life.

This kit is a self-help tool for
Aboriginal people who want to geta
community development project off
the ground.

The series of six manuals contains
information, tips, examples and
ready-to-use charts thatyou can
copy and use for yourself or to train
othersinyourcommunity.Itis
intended tobe user-friendly,
emphasizing questions suchas
what, why, when and how to
accomplish the different steps ofa
community development project.

Community Action Resources for
Inuit, Métis and First Nationsuses a
holisticapproach, takinginto
consideration community
development know-how and context
as well as the human aspects that
are part of the entire process.
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I.INTRODUCTION TO EVALUATING

Evaluationisanatural process

Have you ever felt very proud of a
program, withoutreally being able
to answer the question: “Why did it
go so well?”

Or have you everwondered:
“Althougheveryoneinvolvedinthe
program seems to be doing their
best, why is it just not doing as
well as it could?”

If you have asked yourself these or
similar questions, you have already
takenafirst step toward evaluation.
Evaluation comes naturally. Youdo
itevery day!

Evaluation means finding out why a
program is successfulin order to
have the ability torepeat positive
experiences. Italso means trying to
understand what needs to be
improved toavoid negative
experiences.

A step-by-step model

Although evaluation comes
naturally, itis helpful to structure
itusing astep-by-step model. This

way, all the importantaspects are
included, theresultsare accurate
and the conclusionsarerelevant
toyourorganization.

In this training, we will introduce
you to a five-step model. It can help
you evaluate effectively to meet
your needs. The modelis flexible
and can be adapted to your working
environment.

Programsand puzzles

This training will show thatevaluation
can help you piece together the
overall program. Sometimes, we
lose sight of this picture due to the
demands of our everyday activities.
Whenyou evaluate, you step back
fromyour everyday concerns to get
a clearer picture of what s
happening. Evaluation helps keep
the program on target. It also helps
you make informed decisions.

We feel that programs and puzzles
have more in common than the letter

p”. In this training, we will look at
how programs and puzzles are alike.

11



©
EVALUATING
ONE)

Community Action Resources
for Inuit, Métis and First Nations

Getting started

When you start to piece together a
puzzle, you know your goal: to
copy the picture on the box. In the
same way, when you begin to plana
program, you need to know its
goalsand objectives.

Along the way

When working ona puzzle, you try
to put the pieces together correctly,
one by one. You check the picture
regularly, to make sure the two
match. Fora program, it is also useful
toreferback to the objectives
regularly to make sure you are on
theright track. Comparing the
“ideal picture” with the “real
picture” is referred to as “ongoing”
or “process” evaluation. It helps
you understand whatis going on

in the program and how it is
operating.

Finishing

Once you have put all the puzzle
pieces together, you compare the
result with the picture on the box.
Congratulations, you did it! They
are the same.

At the end of a program, you can
also compare theresults with your
goal. This is called “outcome”
evaluation. Itlooks at the outcome
or how things progressed.

This training will look at both
process evaluationand outcome
evaluation.

Training goals

This training will help you to feel
more comfortable evaluating
programsinyour community and
to help you use a model that is easy
touse.

Training objectives

By the end of this workshop, you
should:

e understand theimportance of
evaluating and the consequences
of notevaluating;

e beabletouseafive-step
program evaluation model,

e beabletodevelopand use
simple evaluation tools;

12
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e beabletoprepareanevaluation
plan to evaluate a program in
your own working environment;
and

e besensitivetotheinterpersonal
relations involved in program
evaluation and know how to
deal with them.

Approach

Inthis training, program evaluation
isseenasapositive, constructive
process. It can helpimprove a
program.

With this approach to program
evaluation, amiscalculation can
become an opportunity for making
improvements. Itcanalsobecome
an opportunity for not making the
same erroragain.

Our approachis holistic. We will
look at the requirements needed to
evaluate a program, as well as the
environmentand humanaspects
involved in program evaluation.

13
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II. WHATISEVALUATION?

Definition

Many people have negative feelings
regarding evaluation. They
immediately think of times when
they felt they were judged unfairly.
But what exactly is program
evaluation?

It means asking questions and
gathering informationinorder to:

e assesshowaprogramiscoming
along (process evaluation); and

e compare the programobjectives
with the actual results (outcome
evaluation).

Evaluationis away of measuring
whether a program is doing what it
is supposed to do.

Evaluation provides an opportunity
todevelopandimproveaprogram.

The purpose of evaluationis to
understand why things work well
or why things don't work.
Evaluationalsoallows you to
consider possibleimprovements.

Whenyou evaluate, you are trying
to getan overall picture. You step
back from your daily concerns to
try to find the links between pieces.
You also want to determine
whether the picture you are piecing
togetheris similar to the one you
planned on.

Two types of evaluation

Evaluation canbe approachedin
two ways: it can be a one-time
effort (outcome evaluation)orit can
be ongoing (process evaluation).
Both canhelpindecision making.
However, theapproachesand
results differ.

1. Outcomeevaluation

Outcome evaluation summarizes
the results of the program and
looks atits outcome. It attempts to
answer questions like:

e Havewereached ourgoals?

e Should we continue the
program, modify it or end it?

15
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Foranoutcome evaluation’s
analysisand recommendations to
be useful, a program has to have
beenoperating for some time.
Analysis of the outcome is often
completed toward the end of the
program. However, it needs tobe
planned from the beginning and
information has tobe collected
throughout the program or else
there will be no data to use in the
evaluation.

You can't start planning the
evaluation when the programis
almostfinished.

2. Processevaluation

Processevaluation, on the other
hand, is carried out as the program
isoperating. It can be informal and

simple, but provide interesting
results. It focuses primarily on the
process, asking questions like:

e Whataspects of the program
are working well? Why?

e Whataspects of the program
could beimproved? How?

While outcome evaluationis done
ataspecific point (usually toward
the end of the program), process
evaluationis carried out throughout
the course of activities. Process
evaluation helps you make
adjustments along the way, rather
than discovering the program’s
strengths and weaknesses whenit’s
too late to do anything about it! It
also provides you with quick
answers to questions that might be
asked about your program.

16
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Evaluationinthelife ofa

program

As showninthe diagram, evaluation
canoccur atany stage ina program.

used asitbecomesavailable, either
to improve a program or help plan

The information obtained canbe others.
ASSESSING N FINDING MAKING IT EVALUATING
NEEDS RESOURCES HAPPEN
* Assessing ¢ Defining e Finding e Teamwork ¢ Planning
community the goals volunteers and getting
needs and ¢ Collecting the
objectives e Hiring staff information evaluation
¢ Defining for the going
theissue e [dentifying ¢ Finding evaluation
orproblem the other ¢ Gathering
necessary necessary and
7\ resources resources aN analysing
(money, the
materials, information
A services)
e Drawing
conclusions
AN T
Give Show Show Help
you thatyou thatyou improvethe
ideas for need to need other program
new revisethe resources
programs first
program
plan
| | Conclusions
| from the
evaluation
may...
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III. WHY EVALUATE?

Reasons why we avoid
programevaluation

Evaluationis natural and satisfying.

Itis also necessary if we want to
make improvements. Yet, we often
tend to avoid evaluationina more
formal setting.

Generally speaking, people tend to
associate evaluation with unpleasant
feelings. Evaluation triggersall
kinds of memories.

Take a few minutes to think about times when you were being evaluated.
Write down some examples of the emotions you felt.

There are usually three main
reasons why people do not evaluate
programs:

e Theydon’tknowhow. They
lack the necessary knowledge,
expertise and techniques.

e Theycan’tevaluate.Intheir

working environment, there is
no time, no budget, etc., for
evaluation.

e Theydon’twantto evaluateor

arereluctant to. They may have
anegative view of evaluation.

19




® C . .
59 ommunity Action Resources
00 EVALUATING for Inuit, Métis and First Nations

1. Howmuchimportance do you feelis given to constructive program

evaluationinyourworking environment? Please use the scale below.

(NOTE: This is strictly to help you in your work and is NOT a judgment
of your working environment.)

LITTLEIMPORTANCE GREAT IMPORTANCE

2. Inyourworking environment, whatenhances program evaluation?
What limits it? Try to identify some of these aspects.

FAVOURS PROGRAM LIMITS PROGRAM
EVALUATION EVALUATION
° [ ]
° [ ]
° [ ]
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By not evaluating, you may
be missing out

Evaluation can help you see
whethera program has reached its
objectives and how it has done so.
Italso providesinformationabout
how the program is coming along
and allows programs to be
improved. Improvements keep
programs on track and make sure
theyreflect the goalsand objectives
set.

What can happen if you don’t evaluate? Write down some of the things that

come to mind.

21
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Reasons whywe should
evaluate

Evaluation can make people feel
anxious and defensive. However, it
canalso empower them. An
evaluation that suits your needs and
interests canbe very useful.

Thereasonswhy organizations
evaluate vary. Most likely, you will
have more than one reason for
carrying out your own evaluation.

Generally, there are four main
reasons forevaluating:

tohelp youunderstand how
your programis coming along;

to show your funders what you
aredoing;

to show other communities what
has worked for you; and

to show your staff how they are
doing.

1. Tohelp youunderstand how your programis coming along

At any point in the life of a
program, you should be able to

say whether itis doing what it set
out to do.

services. You may want to find out:

counsellorsare having; and

a) whatrole the traditional methods play;

You may run a mental health counselling program for suicide prevention
which combines the traditional methods of the Elders with counselling

b) whatresults the combined efforts of Elders and mental health

c¢) whateffect thisapproach has had on participants.

By evaluating the program, you can find answers to your questions and
decide whetherimprovementsare needed.

22
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2. Toshowyour funders what you are doing

Since funding for programsis
limited, you may need to show a
funder what you are doing.

The government may have to cut program funding. Your violence prevention
program, which combines the work of local police, community Elders,
social workers and sports coaches, has been doing very well. You need
nextyear’s funding to reach your goals.

Using the facts provided by a program evaluation, a funder can easily
make decisions aboutyour program.

/// 77\\\
Exa{}\p I € d
to help you
understand

3. Toshowother communities what has worked for you

Your program may have had a very communities may want to know

positiveimpactonyoung peoplein what you did and how.
your community. Other

Suicide by women was very high in your community. Based on the needs

of your community, asuicide prevention program was introduced. The
program offered life skills education, counselling for depression and
assertiveness training. Within one year, the suicide rate dropped. Now
other communities want to know about your unique combination of
programs and suicide prevention workers.

An evaluation shows whatis happening or has happened ina program so

that others can learn from your experience and adapt it to their
community.

T\
Exék I e sl

to help you
understand
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4. To showyour staff how theyare doing

Staff working with participantsona
daily basis need to see their work
withinalarger context.

Your program staff coordinates care and support for members of your
community who havebeen discharged from the local psychiatric institution.
Workers see an endless stream of problems and are constantly working to
improve the system. A program evaluation shows thatbetter coordination
hasreduced the number of admissions and re-admissions to the
institution.

Before the evaluation, staff could see only the never-ending line of
problems. The evaluation showed they were solving those problems
very effectively.

Do you feel that there are programs in your working environment that
could be improved? Name some of them.

Now, take a few minutes to choose one particular program you would like
toimprove. Throughout this training, you will begin preparing an
evaluation plan that you canapply to this program.

Have you made your choice? Circle the program you have chosen.

24
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IV.HOWTOEVALUATE?

So far, you have looked at why an
evaluation should be done. You
have thoughtabouttheadvantages
of evaluation. You have evendecided
on a program you would like to
evaluate. This section will guide you
through a five-step processtodo
so. But first, let us look at some
basicinformationabouthow to
carry outanevaluation.

Evaluationcanbeeasytodo,
yetsystematic

Evaluationisanatural process.
However, when evaluating a
program, itis useful to use a
systematicapproach.

“Systematic” does not mean
“complicated”. Infact, evaluation
rules stem from “common sense”.

Being systematic simply means
planning and being consistent
(doing things the same way all
the time).

Commonsenserules

Here are some common sense rules
to keep in mind while evaluating:

e Theevaluation mustbe planned.

e Youmusthavedecidedin
advance which questions or
topics will be covered in the
interviews or questionnaires.
Making them up as you go along
would notbe systematic.

to helpyo

don’t have to use along questionnaire. You could ask only five or six understand

/// 77\\\
For example, if you decide to survey the people using your program, you Exakple\

questions.

In this case, being systematic means planning who you want to survey.
Then, you need to make sure the same questions are asked in the same
way to each person. These questions must be asked in similar
circumstances. Toobtainreliable results, youneed tobe systematic.

25
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¢ You must get the same type of
information about the events/
services/actions youwantto
compare. If not, you will be
comparing different things.

Afive-step model

This model will help you carry outa
programevaluation systematically
and easily.

The modelisdivided into five steps,
as shown in the diagram below.

Op

Making sENSE
TH

E INFORMATION
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The diagram presents evaluationas
afive-step process. The stepsare:

1. setting the context of the
evaluation;

2. preparing an evaluation plan;

. gathering the information;

4. making sense of the information;
and

5. using the results.

w

Asyou can see, evaluation is a
dynamic, ongoing process. No step
can be carried out unless the
previous one hasbeen completed.
Forexample, you cannot gather
relevantinformation until the
context of the evaluation has been
set.

The diagram also shows how the
stepsin program evaluation make
up acycle inwhich findings are
integrated toimprove the program.

Moreover, “taking human aspects
into consideration”isanimportant
elementinprogramevaluation.

It must be dealt with throughout
the process. Since itis not a step,
however, it hasbeenplacedin

the middle of the diagram (6).

Because of the importance of
considering humanaspectsin
program evaluation, a separate
chapter of this manual is devoted to
the topic.

In this training, we will use the
cycle diagram as a guideline. Itis
not setin stone. You can, and
should, adaptit to your own
programor situation.

Let's take a closer look at each step
now.

27
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1. Setting the contextofthe
evaluation

When you evaluate a program, the
first thing to do is set the context of
the evaluation.

This step can be compared to what
sculptorsdowhen theybegina
wood carving. While whittling down
the piece of wood, they think about
what they want to do and what the
carving willlook like. They might
think about the person the carving
isintended for. Theyalso start thinking
of how they will work the wood.

In program evaluation, this
preparatory step lets you define
your evaluation needs. Itensures
the evaluation’s goals and
objectives are set from the

beginning. By completing Step 1,
you clarify what you need and
expect from the evaluation process
to ensure the evaluation will be
useful toyour organization.

Step 1 inthe evaluation processis
based on six elements:

a) knowingyourorganization;

b) decidingwhyyouwanttoevaluate;

¢) decidingwho the evaluationis
intended for;

d) deciding whatyou wantto
evaluate;

e) deciding how the evaluation will
be carried out; and

f) deciding who will carry out the
evaluation.
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All of these elements could be
discussed inameeting with board
members, managementand staff.

Choose someone to chair the
meeting. That person should write
ideas on ablackboard so
participants can share theirideas
more easily. Arecord of the results
should be kept because it will be
needed laterin the evaluation.

a)Knowing your organization

Before you can evaluate, you need

to set the context of the evaluation.

At this stage, you would think about
yourorganization’s philosophy,
goals and structure. You would
also look at the programs and
resources offered. Youwould
consider the program environment
and any other aspect that might be
important foranaccurate overall
picture of your organization. You
would also consultlong-time
members.

Don’tgetdiscouraged by this
exercise. It can be done quite
simply and sparkinteresting
discussions. You will find thatit
may also be handy in other
situations whenbasicinformation
aboutyourorganizationis needed.

Think of people who could work with you to provide information about
your organization. Write their names down here.

29
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b) Deciding why youwantto
evaluate

First, you mustdecide why you
want to evaluate and what you hope
to gain from the process.

On the board, write all of the
reasons people give for wanting to
evaluate the program. These
reasons will help you set your
evaluation goals later on.

Here are some reasons an
organization mightdecide to
evaluate:

e toshowothers thataprogramis
effective;

¢ tofind out whether or not a
programis heading in the right
direction;

to find out whether the program
is meeting the needs it was
designed to meet;

to justify past or future
spending;

toassess program costsin
terms of time and money;

to gain support for expanding
aprogram,;

to improve or “fine tune” a
program,;

to provide information to
someone who wants proof that
the programis effective;and

toidentify problems within the
program and ways of dealing
with them.

What are some of the reasons people might want to evaluate the program
you chose earlierin the workshop?

If necessary, complete this list later on with the help of other people in

your community.
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©) Decidingwho the evaluationis
intended for

Why you evaluate is sometimes

related towho you are evaluating for.

Evaluation can be useful to many
parties. For example:

e theorganizationresponsible for
the program (board of directors,
executive committee, general
management, etc.);

e front-line workers (paid staff
orvolunteers);

e executives;
e membersof similar projects;
o funders;

e peopleparticipatinginorusing
the program,;

e peoplewhoonceusedthe
program,;

e participants who haveleft the
program;

e Flders;and

e communityleaders.

Itis important to identify why you
want to evaluate and who will use
your findings. This information will
determine how many parts you will
want to evaluate, and in how much

detail. It will also help you decide
who will carry out the evaluation
and what type of evaluationreport
should be written.

Forexample, an evaluation carried
out to pinpoint and deal with a
specific problemwithin the program
won’t be set up along the same
lines as an evaluation to gain
support forexpanding a program.

d) Deciding whatyouwantto
evaluate

Why you are evaluating and who
you are evaluating for will influence
what you evaluate and what type of
evaluationyou carry out.

If you want to evaluate how the
programis coming along, you will
chooseaprocessevaluation.

On the other hand, if you want
to evaluate to what extent the
objectives of the program have
beenreached, youwill choose an
outcome evaluation.

Outcome evaluation will show
whetheryou have achieved your
goals and objectives. If you want to
know how and why certainresults

31
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were achieved, youwill have to
evaluate the process. These two
types of evaluation go together.

e) Deciding howthe evaluation
will be carried out

At this point, you will also want to
explore how the evaluation will be
carried out, without going into
detail-much like sculptors who
prepare their piece of wood without
knowing exactly what the finished
work will look like.

peopleinvolved.

At this stage people think an evaluation can be carried out by analysing
existing material about the program and interviewing the mostimportant

f) Decidingwhowill carry
out the evaluation

There are many ways to carry out
the evaluation. You can take the
responsibility yourself, you can give
it to other members of the group or
you can create an evaluation
committee. You canask everyone
involved in the programto give
their views at a meeting or you can
hire outside experts.

When deciding who will carry out
the evaluation, you need to consider
the scope of your evaluation project.
You also need to look at how much

experience the members of your
group have before deciding.

Deciding who will carry out the
evaluation may also depend on the
program and type of evaluation you
wantdone.

Foran outcome evaluation, itis
preferable to ask for help from a
personwhoisnotinvolved in the
program. Why? Becauseitis very
difficulttobeinvolved yet objective
when judging whether the
program's goals were reached.
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Theinformation you have gathered
at meetings will give you an idea of
who should be involvedin the
evaluation. Being involved can
include anything from gathering
information toattending evaluation
review meetings to helping write the
evaluationreport.

One solutionis to set up an evaluation
committee. This committee could
include the people who will
eventually use the evaluation
results. Youneed to find interested
people and people who will be able
to use the results of the
evaluation.

Generally speaking, the evaluation
committee directs and supervises
the process and the evaluator or

evaluation team carries out the

evaluation. To function effectively,
the group must not be too big: five
or six people, never more than ten.

The most effective evaluation occurs
when everyone measures the
progress made. This way, everyone
comes tounderstand the program
better and wants to improve it. This
ismore effective than when some
higher or outside authority carries
out the evaluation.

The evaluator does not need to be
aspecialist. Using this guide,
someone who knows the program
and has the support of an evaluation
committee could be able to carry
outan effective evaluation.

~
Many suggestions have beenraised by those at the meeting. After looking EX;@Ies*

evaluation. Extra money will be allocated so that he or she canreceive
some technical guidance from a college professor with expertise in the
field. An evaluation committee will be set up. This committee will include
the project coordinator, tworepresentatives from the program
beneficiairies, one employee, one volunteer and one community Elder. If
necessary, they will call on other people involved in the program.

///

to help yol

at the options, it was decided that the project coordinator will head the understand

The following table provides some
examples of the people who could

participateineitheraprocess
evaluation oraprogram evaluation.
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DECIDING WHO WILL CARRY OUT THEEVALUATION

Program
Stage

Evaluation

Type

Evaluator

Examples of
evaluators

MAKING IT HAPPEN

EVALUATING

PROCESS
EVALUATION

Person
who
knows the
program
well

e Program
managers

* Program staff

e Program
participants

e Community Elder
(asanadvisor)

e External
consultant
(asanadvisor)

OUTCOME
EVALUATION

Person
whois
notinvolved
in the
program

People fromother
programs

People fromother
communities

Community Elder
(asanadvisor)

External
consultant
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2.Preparing an evaluation plan

Step 1 lets you set the context of Step 2 of the evaluation process will

your evaluation. Next, you will want allow everyoneinvolved to see what

to prepare a more specific the process entails, how they can

evaluation plan. participate and how the pieces fit
together to make up a program
evaluation.
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Step 2 of the evaluation process is
based on four elements. You will

use what was decided in Step 1 for:

a) finalizing yourevaluation goals
and objectives;

b) preparing the evaluation
questions;

¢) decidingontheevaluation
method; and

d) preparingatimetable.

Don’tlet these guidelines scare you.
Take your time and you’ll be fine!
These steps are very close to what
you do naturally.

a)Finalizing your evaluation goals and objectives

The first thing to do is to finalize
your evaluation goals and

objectives. They will form your
general evaluation guideline.

Maternity House, anintermediate housing facility for teenage mothers,
has found that young mothers benefit from the involvement of volunteer

visitors and assistants who help take care of the babies. There is currently
a small core of dedicated volunteers, but the program has been unable to
expand because it cannot seem to find new volunteers. The community
wants to evaluate the Maternity House Volunteer Program in order to

obtain new volunteers.
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This is an example of how the reasons for doing a program evaluation are
related toits goalsand objectives.

REASON

Because we donothave enough volunteers, new programs
which would help new mothers and their babies cannotbe
developed.

GOALS

Todiscover ways torecruit new volunteers for the
Maternity House and to make specific recommendations
for the Volunteer Program.

OBJECTIVES

1. Describe the daily activities of volunteers at the
Maternity House.

2. Discoverwhyvolunteersworkat the Maternity House.
Identify pastand current methods of recruiting new
volunteers.

4. Identify means of finding new volunteers used in other
residential services for teenage mothers and their babies.

5. Make specificrecommendations for future plans to find
new volunteers.

The Evaluation Goals and Objectives Chartin Appendix A will help you
record this information. If you are ready, you can fill itin right now.

If you're not ready or prefer to share your ideas with other people in
your working environment, you can use the Evaluation Goals and
Objectives Chartlater on.
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b) Preparingtheevaluation
questions

You may notice that we are getting
more and more specific as the
model unfolds.

Now that you have set the evaluation
objectives, you need to prepare the
evaluation questions. These
questions will be used to gather the
information you will analyse to

prepare your recommendations for
the program. These questions can
be decided inaworking session.

Hereis an example of evaluation
questions which were developed
fromasetof evaluation objectives
from Maternity House.

What methods have been used to try to find new volunteers?

Which of these methods have been most successful?

How does the Maternity House compare with similar programs in

otherresidential settings for teenage mothersinourarea?

4. Whatare the characteristics (age, sex, previous work experience) of
volunteers now working with teenage mothers in these residential

settings?

5. Whatmethods have these other settings used in the past to recruit
volunteers? Whatare they using now?

6. What methods have produced the best results in terms of:
a) the number of new volunteers found?
b) finding suitable volunteers?

7. Whatdootheragencies considerimportant characteristics for
volunteers who work with teenage mothers?

8. Wouldbenefits orrewards attract volunteers?

Based oninformation gathered, what methods of finding new
volunteers are most suitable or practical for the Maternity House

Volunteer Program?
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©) Decidingonthe
evaluation method

Now thatyou have the evaluation
questions, itis time to choose your
method. This means deciding how
you intend to get the answers to
your questions.

Once again, you will be building on

how you can answer. Where is the
information and how can you get it?

The following chart gives you an
idea of the method used to evaluate
the Maternity House Volunteer

i ) Program.
the previous stage. Looking ateach
evaluation question, try to find out
_ Who has the /|\g¢
Evaluation How can we _ _ How will we get e 1€
) information or to help o
questions getanswers? L the information? understand
where can we find it?
1. Whatmethods |[Listall the Coordinator Interview the
havebeenused [methodsused program

to try to find

coordinator

new volunteers? ) . ,
Files Reviewfiles
Logbook Reviewlogbook
8. Would benefits | Surveypeople Pastvolunteers Use questionnaires
orrewards involved orinterviews
attract Current
volunteers? volunteers

Peopleinterested
inbecoming
volunteers

You will find a sample Methodology Chart in Appendix B. Fill it outata

convenienttime.
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d) Preparing atimetable

means assigning tasks to different
peopleand setting deadlines.

You now need to make up a timetable
for the work to be done. This

Hereis the timetable prepared for the evaluation of the Maternity House’s
program to find new volunteers.
When will it
Tasks Who will do it? Comments
be done?
Review the files Joanne In two weeks
and list methods
used to find new
volunteers
Preparea Reenaand Sky In four weeks They will ask an
questionnaire to Elder to help
survey volunteers themwithideas
and ask the
college professor
for technical help
Etc.
You can use the sample Evaluation Timetable Chartin Appendix C to
prepare your evaluation timetable.

It might be a good idea to think
about the costs related to your
program evaluation. Think about
the possible expenses: photocopies,

stamps, long-distance telephone
calls, a specialist’'s wages, coffee for
ameeting, etc.
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In this section, we have seen how an
organization might transformits
evaluation planfromaninitial broad
ideatoadetailed methodology and
timetable.

Step 3 of our model will get people
involved in a different way. Itis
time to gather the information used
toanswer the evaluation questions.
This step canbe veryinteresting
because youfinally feel you are
getting close to the goal.
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3.Gathering the information

After completing Steps 1 and 2, a) Reviewing existing information
you have a precise idea of what you
need to know. You also know how
you will obtain this information.

Youwillbeginby reviewing
existing information which might
help answer your evaluation

Step 3includes three elements: questions.
a) reviewingexistinginformation; The first place to look for
information toanswer your
evaluation questionsis the
organization or programyouare
studying. Itis wise toreview

b) creatingtools;and

¢) locatingnewinformation.

existing information before trying
tolocate newinformation.
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There are generally two information
sources foranevaluation: people
and documents.

Here is a list of people who could
provide information:

e peopleusing the program,;
e programmanager;
e board members;

e program staff;

programvolunteers;
community Elders;
community leaders;
organization staff;
funders;

managers, staff and clients from
otherrelated agencies;and

outside consultants.

Whenreviewing existing information, you will find certain elements you
already collect. You will be able to improve on their quality and develop
new techniques for gathering and using additional information.

When using records to measure a program, think about:

e howyou can make better use of existing records; and

e howyoucansetupor change arecord-keeping system that will
give you the information you need withoutincreasing the work load

too much for program staff.
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Documents fall into various

categories.Recordingandreporting

systems give information on
program events as they occur.

These documents often contain
much of the information you need

to know about a program.

Here are examples of possible

sources of information, bothinside

and outside your organization:

Internal sources
e original program proposal
for funding;

e studies orneedsassessments
donein support of the program,;

e budgetand financial statements;
e organizational charts;

e monthlyactivity forms;

¢ policy oroperations manual;

¢ logbooks;

e caserecords;

e training ororientation guides;

* memos;

e minutes of meetings;

e committeereports;

e annualreports;

e newspaperarticlesand publicity
materials;

e previous studies orevaluation
reports;and

e statistics sheets, workreports,
time sheets, etc.

External sources

e censusdata;
e community studies;

¢ needsassessments/studies done
by otheragencies;

¢ local historical society;

¢ literature and otherresearchin
this field of study;

e government ministries:
publications, reportsand
consultants; and

e funding source(s) of the program
under study.
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Oneinexpensive ideathatlets programusers provide honest feedbackis
by giving an anonymous questionnaire to clients stressing the fact that it
isanonymous...they are not to write their name onit. The completed
questionnaire can be dropped off any time in a closed box, marked

“program questionnaires”.

b) Creatingtools

Yourreview of existing materials
will probably not answer all of your
evaluation questions. Youmay need
to gather new information to geta
complete picture.

You need tools to gather this
information. Awide variety of
information-gathering tools exists.
The mostcommon are:

e written questionnaires;

e interviews (face-to-face,
telephone or group interviews);
and

e observation.

You will find more information
about these techniquesin the
“Toolbox”under the headings

“Interviews”, “Questionnaires” and
“Questions”.

c)Locating newinformation

The tools you have created will
help youlocate newinformation.
The next thing to do is to send out
questionnaires, interview people or
observe pre-selected people.

The timetable you prepared earlier
will ensure you don’t forget any
tasks.

This newinformation, added to
whatyoualready have, should help
answer your evaluation questions.
The pieces are falling into place!
Don’t stop now. Step 4 is making
sense of this information.
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4.Making sense of the information

By now, you have gathered all the
information you need to answer
your evaluation questions. Let’s try
to make some sense of it!

Step 4 of the evaluation process
includes three elements:

a) compiling theinformation;
b) analyzingthe information;and

¢) drawingconclusions.

a) Compiling the information

Startby compiling all the information
you have gathered.

It may be useful to photocopy
original documents. You can then
write on the copiesifnecessary. The
originals should be filed.

Make sure to pay special attention
to confidential documents such as
clients’ personalfiles. Photocopying
this type of documentis not
recommended.
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question on this form.

Here are some handy tips forrecording information:

e Code(bysubject, source, theme, etc.) or number each piece of
information so that you can easily refer to the document.

e Useexactquotesfromtheinterviews. This way, responses will notbe
misinterpreted. If they are, you will be able to catch a mistake. Write
the code number beside each quote so you can easily refer back to
the entireinterview if necessary (naturally, you will need to eliminate
the code numbers in the final report).

e Tosummarize answers (whenworking withnumbers or quantitative
data), use a blank copy of the questionnaire or form used to gather
the information. Record your total count of the answers to each

b) Analysing the information

Once all of the information is
compiled, you need to analyse it.
Take some time to look back at the
evaluation questions. Then, try to
find trends or patterns that could
help pinpointananswer.

Itisimportant to write down your
ideasimmediately, while they are
freshin your mind.

As you read the material, look for
patternsin the answers.

While you are looking for patterns
in the answers, you also need to
look for differences.
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patterns more easily.

and write about.

Here are helpful tips to identify trends or patterns in your data:

e Cutoutthephotocopied questionnaires orinterviews and file them
under each question. Then you can easily look at all the answers to
one question and try to find patterns.

e Record your notes on file cards or regular paper. Using a different
card or sheet for each question, issue or topic will help you see

e Anotherway of finding patterns is by looking for key words. Called
“keyword analysis”, this method is used to track words or comments
thatare repeated in people’s answers. To do this, go through all the
answers to one specific question and list the comments that mean the
same thing. This should give an overall picture that you can work with

c) Drawing conclusions

Probably the mostimportant stage
isinterpreting the information you
have gathered. Thisis called
drawing conclusions.

Asyouare forming your conclusions,
ask yourself whetherall the
informationis consistent.Is whatis
writtenin the documents the same
as whatis done in practice? When
thereis a difference, itis helpful

to notewhy.

Drawing conclusionsrequires
careful thought. Give yourself some

time to let the information you have
gathered and analysed become clear.

Keep the evaluation questionsin
mind. For each question, try to
determine the conclusions thatare
taking shape in your own mind and
justifying them. For example, is it
because:

e certainnumbersoranswers
show a pattern;

e there are anumber of similar
answers; or

e thereisalogical chain of
evidence?
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The conclusions may deal with the with the outcome (to what extent
process (how things are going in the expected results or program
the program). They may also deal objectives wereachieved).

Let’s go back to our Maternity House Volunteer Program example. Some
conclusions drawn from the evaluation could be:

e Theinformation gathered by interviewing possible volunteersand
from other organizations similar to the Maternity House show that:

Volunteers are difficult to find because they think they will
notbe supervised. They are not sure they would know exactly
how to deal with the issues, especially at the beginning.

e The staff, clients and current volunteers said that:

e special attention should be given when choosing new
volunteers;and

e volunteerswould need supportand training.

Step 5 uses the results of your
evaluation. Things are going well!
You have almostcompleted the
step-by-step model.
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5.Using theresults

“Using the results” is the last step
in the model, but don’t be misled by
appearances. Infact, theresults
should be used as soon as they
become available. Thisis easier to
do for a process evaluation and
when the decision makers and
program participantsare involved

from the beginning of the
evaluation process.

The following diagram shows how
evaluationfindings canbeintegrated
into the program to help you reach
your goals and objectives.
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Let’s now move to “using the
results”

You have yourresults. Now, you
want to use them. Step 5 includes
fourelements:

a) makingrecommendations;
b) writing thereport;
¢) making theresults known;and

d) takingappropriateaction.

a)Makingrecommendations

Recommendations naturally follow
conclusions. Your conclusions were

designed toimprove the processor
todetermine to what extent
program goalsand objectives have
been met.

If the program has achieved its
goalsand objectives, it should
probably remain unchanged. If not,
maybe it should be modified or
cancelled altogether. Or maybe the
objectives were unrealistic; they
might need tobe adjusted.
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Based on the conclusions of the process evaluation for the Maternity
House Volunteer Program, the following recommendations were made:

e Aprofileoftheideal volunteer should be prepared. Specific characteristics
should be identified. This will help in finding new volunteers.

e Ashorttraining session should be given to new volunteers.

e A“partner program” should be set up so new volunteers can work
with experienced volunteers during the first month.

e Aninformation meeting should be organized to inform possible
volunteers of the kind of help needed at the Maternity House. Current
volunteers and young mothers could talk about their experiences. The
focus should be placed on the fact that volunteers will be supervised.

e Currentvolunteers could contact peopleinterestedinbecoming
volunteers to go to the meeting together. The event could also be
announced onlocal radio.

e Onceortwiceayear, a party should be organized to thank the
volunteers for their excellent work.
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b) Writing the report

Yourrecommendations need to be
written down in a report. But the
evaluationreportdoesnotonly
consistof recommendations.

Here are the main elements thatare
usuallyincluded inanevaluation
report:

a. summary;

b. introduction, goals and
objectives;

c. evaluationquestionsand
method;

d. resultsandconclusions;

e. recommendations;and

nr]

appendices.

The summary gives thereader key
factsand information. Often, if
thereis nosummary, people will
not read the report. It is nice to
send a copy of the summary to
people who helped in the evaluation
process as a way of saying “thank

”

you”.

Theintroduction briefly describes
the program and outlines its goals
and objectives. Nextisadescription

of the methodology used in the
evaluation. Generally, you will
explain the procedure and tools
used to gatherinformation. This
sectionalsoincludesany other
relevant details about your overall
evaluation strategy.

Then, thereport presents the
resultsasobjectively as possible.
Conclusions synthesize theresults
andinterpret their meaning.

Thereportends with
recommendations for the future.
Any otherinformation of interest
to the reader may be placed in the
appendices (forinstance, acopy of
aquestionnaire used to gather
information).

Itis a good idea to write a first
draft of your report and then put it
aside for a few days. When you re-
read it, you can do the final editing.
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would be best.

Before writing the report, itis important to know who will be reading it
and how it will be used. This information will help you decide how
much detail to include, what level of language to use and what format

Thereportcanbe verylong and detailed or very shortand simple,
depending on its purpose. In all cases, it is a good idea to make it as
attractiveand easy tounderstand as possible.

Forexample, if a simple reportis needed, it could be prepared very
easily by putting together the charts provided as tools in this manual.
Byaddinganintroduction, conclusions and recommendations, your
report will be complete and will not take too much time to prepare.

Areportis a tool to help people
make decisions. It may be used to:

e find out the strengths and
weaknesses of a program to
helpimproveit;

e compare how effective different

types of programs are;

e helppeopledecide whether
program goalsand objectives
are being reached or whether
readjustments are necessary;

e recognizework performed,;

e encourage othercommunities to
take similaraction; and

e gainsupportforcontinuingor
expanding a program.

c)Making the results known

Evaluation does notend with the
report. Itis important to make your
conclusions and recommendations
known.

The peopleinvolvedinthe program
will be interested in the results.
They mightalsobeinterestedin
talking about them. A feedback
session couldbe organized to give
them the chance to comment on the
findings. You could presentyourreport
and thenhaveagroup discussion.

Concentrate on positive information.
Describe the program’s strengths and
weaknessesand discuss them
openly.
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The report can also be used to tell
others about the work the group
has done or specificissues you are
working on. The community can be
involvedin providing feedback or
comments thatwill beincorporated

into the report. Parts of the final
report can be used in your annual
funding request. The evaluation
report can also be a way to ensure
all aspects of your group’s work are
recognized as useful and important.

Hereisan example:

they receive from our program.

known every week or so.

Here is a great way to encourage people:

Chooseone specific, positive evaluation result. Write two or three
sentences about it on acoloured sheet of cardboard. Postitina
noticeable spot, such as the bulletin board in the health break room.

“Evaluation results show 85 percent of our clients are happy with the help

We can all be very proud of these results.
Let’s keep up the good work, people like what we’re doing!”

You can do the same for other evaluation findings, and make results

d) Taking appropriate action

Evaluation results are meant to be
used. Talk about them. Use them to
plan your next program. Use your

evaluationreportor summary to
inform new members of the group.

3



