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Planning Fundamentals: Evaluation Plan Workbook
This workbook and the accompanying worksheets are intended to guide your way through answering questions and making decisions about your evaluation. You can then record those decisions in the evaluation plan and transfer relevant information to your implementation plan.  
Section 1: Prepare for Evaluation

What intervention(s) do you want to evaluate?

What is the purpose of the evaluation? (Why do you want to evaluate this intervention?)
Is this evaluation motivated by: (Check all that apply)

  
(  Requirements of external entities, such as funding agencies?
(  Requirements of internal partners, as a condition of their participation in the intervention?
(  Concerns about maintaining fidelity of implementation of the intervention?

  
(  Concerns about quality improvement?

  
(  Other: ___________________________________________________________
Who will use the findings of the evaluation?  How will they use it?

	Who/Users
	What do they want to know (questions)?
	How will they use this information?

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


When are the results of the evaluation needed (deadline)?
What sort of resources, financial and in-kind, are available to support the evaluation?
Section 2: Engage Stakeholders
List the different stakeholders for your program, using the major categories below:
	Those implementing the intervention
	Those served or affected by the intervention
	External entities (funding agencies, agency administrators)

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


How might each of these groups be engaged in your evaluation?  Under each heading below, write one or more ways that you might get your stakeholders involved and invested in your evaluation.
Those involved in program operations:
Those served or affected by the program:
External entities (funding agencies, agency administrators):
What sort of evaluation expertise exists among staff working for you or your partners? 
What external evaluation experts can you and your partners access?
What other resources can your stakeholders contribute to support the evaluation? 

Section 3A: Focus the Evaluation - Evaluation Questions 
Your evaluation may focus on the process (implementation), outcomes, or on both. The most useful evaluations include both. Use your logic model(s) and implementation plan(s) to develop your evaluation questions. Attach copies of these documents to this workbook.

Process Evaluation Questions: What did you do?  How well did you do it?
Your process evaluation plan starts with identifying program activities and outputs, which are found on the left side of the logic model and in your implementation plan. To develop your process evaluation questions, fill out the table below as follows: 

· Activities (column 1): Enter intervention activities 

· Outputs (column 2): Enter intervention outputs next to the appropriate activities 
· Process Evaluation Questions (column 4): Enter process evaluation questions tied to your activities and outputs. You may have more than one question for each activity and output.
· Question # (column 3): Enter a number for each process evaluation question.
	Activities
	Outputs
	Q#
	Process Evaluation Questions

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Process Evaluation Questions & Indicators Worksheet - Prioritizing Process Evaluation Questions
You and your partners should review the list of process evaluation questions you have generated.  Select the most important three or four questions related to activities and the three or four questions related to outputs. Transfer these questions to the Process Evaluation Questions & Indicators Worksheet.
Outcome Evaluation: What difference did the intervention make?  What changes occurred because of it?
Your outcome evaluation plan starts with identification of the expected outcomes. Outcomes are found on the right side of the logic model, arranged chronologically: short-term, intermediate, and long-term. In public health logic models, long-term outcomes may also be labeled “impact.”  To develop your outcome evaluation questions, fill out the table below as follows: 
· Outcomes (column 1): Enter desired outcomes for the indicated timeframe

· Outcome Evaluation Questions (column 3): Enter relevant outcome evaluation questions. You may have more than one question for each outcome. Make sure to be specific.

· Question # (column 2): Enter a number for each outcome evaluation question.
	Short-Term Outcomes
	Q#
	Outcome Evaluation Questions

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Intermediate Outcomes
	Q#
	Outcome Evaluation Questions

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	Long-Term Outcomes
	Q#
	Outcome Evaluation Questions

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Outcome Evaluation Questions & Indicators Worksheet - Prioritizing Outcome Evaluation Questions
You and your partners should review the list of outcome evaluation questions you have generated.  Select the most important three or four questions related to each outcome type (short-, intermediate, and long-term), and transfer them to the Outcome Evaluation Questions & Indicators Worksheet.
Section 3B: Focus the Evaluation – Indicators
Defining Indicators: What will your evaluation measure?
Once you and your partners have identified and prioritized evaluation questions, you can describe the information that you need to answer them – the indicators.  Indicators are the pieces of measurable evidence that you collect as you implement activities, document outputs, and achieve results. 
An indicator requires a definition of what will be measured, expressed as a short phrase and some unit of measurement. Later on, the actual numeric values associated with an indicator enables you and your partners to set targets as you write objectives.  Targets or benchmarks are the specific range of numeric values considered to be desirable results for both implementation and outcome evaluation.  

To develop indicators for your evaluation questions, fill out the table below as follows: 

· Evaluation Question Number (column 1): Enter the evaluation question number associated with the indicator. Each evaluation question may have multiple indicators.
· Indicator Name (column 2): Enter a name for the indicator, expressed as a short descriptive phrase.
· Indicator Definition (column 3): Enter a description of what specifically what will be measured.
· Unit of Measure (column 4).  Enter the unit of measure (e.g. number; percentage; per 1,000 residents of County X). Some measurements that reflect rates or proportions should have the numerator and denominator specified in the “Unit of Measure” column.
	EQ #
	Indicator Name
	Definition
	Unit of Measure

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Process/Outcome Evaluation Questions & Indicators Worksheets – Selecting Indicators
Transfer the list of indicators, units of measure, and desired direction of change to the Process Evaluation Questions & Indicators and Outcome Evaluation Questions & Indicators worksheets.

Section 3C: Focusing the Evaluation – Evaluation Design

Evaluation Design: The purpose of your evaluation is to answer the questions you are asking so you can improve your programs and report findings. Feasibility is a very important consideration in selecting an evaluation design.  You must balance the need to collect the data needed to fully answer your evaluation questions with the resources you have available to conduct data collection, management, analysis, and interpretation/reporting. The data obtained from your evaluation should be as accurate and as objective as possible. Also, the evaluation process should not be overly disruptive of ongoing program implementation.  
Answering the following questions will inform the choice of an evaluation design:

For the questions below, select “yes” or “no.”

1. Will you have access to a control or comparison group?  


Yes  (  
No (
2. Will you collect data using multiple methods?



Yes  (  
No (
3. Will you collect data from multiple and varied data sources?

Yes  (  
No (
4. Will you collect data from multiple iterations of the intervention?
Yes  (  
No (
5. Will you collect data from multiple intervention sites?


Yes  (  
No (
For the questions below, circle the portion of the question that corresponds to your answer.

1. Will you measure before and after or only after implementation?
2. Will you collect data prospectively or retrospectively?
3. Will you have limited or unlimited access to participants?
4. Do you need in-depth, detailed information about the question(s) (qualitative information), or specific, targeted information (quantitative information) or both?

5. Will you be able to use data you already have or are already collecting (e.g. for another purpose), or do you need to collect new data?

6. If you are collecting new data, will you use existing instruments or will you have to develop new ones?
7. Can your data collection effort be added to an existing process or will you have to add a new process?

Based on your responses to the above questions, describe the evaluation design you will use:
What are the potential confounders related to this type of evaluation design?
How can you address these potential confounders?

Section 4: Collect the Data
List the sources you will use to gather information for your indicators:

	Existing information: 
	

	People: 
	

	Observations: 
	

	Pictorial records (media): 
	

	Electronic health records: 
	

	Other: 
	


From whom will you collect the data? It is important to consider collecting data from a variety of individuals in addition to participants. For process evaluation, you may want to consider collecting data from program implementation staff, program administrators, and family members or friends of intervention participants.  For an intermediate outcome evaluation, you may also want to include program implementers and evaluators, especially if they continue to have contact with intervention participants for the delivery of other services and programs.  They may be able to corroborate changes in intervention participants through their own observations.
Categories of people to collect data from (check all that apply):

(  Participants who completed the intervention (sufficient # sessions for effect)


(  Participants who did not complete the intervention (insufficient # sessions for effect)

(  Comparable Individuals who did not enroll in the intervention

(  Intervention implementation staff

(  Agency administrators

(  Other agency staff

(  Evaluation staff

(  Participant friends or family members
(  Other:___________________________________
Will a sample be used?



No   (

Yes  (  

If yes, describe the procedure you will use to select the sample:

Total Desired Sample Size: 

Which group (s) will be sampled?____________________________________________
Data Collection Methods (select all that apply):
	· Survey



· Case study



· Tests

· Focus groups

· Skill demonstrations


	· Interview



· Chart/record review

· Photos, videos

· Patient registry


· Journal, log, diary
	· Observation


· Electronic medical records

· Testimonials

· Expert panel

· Simulated problems or situations 

	· Other group techniques (describe): _________________________________________________
· Other document review (describe): _________________________________________________
· Other unobtrusive measures (describe): _____________________________________________
· Other (describe): ________________________________________________________________


Instrumentation: refers to the form or device used to compile information such as an intake form, a recording sheet for observations, a questionnaire, guidelines for making a video or audio recording, or an interview or focus group guide.  It is always best to use instruments that were developed and tested for the intervention you are using.  You may need to adapt existing instruments for the cultural and linguistic needs of your target population.  If no suitable instruments exist, you will need to develop and pilot test them with representatives from your target population.  
Please note below which specific instruments you will use:
· Existing instruments:_____________________________________________________________

______________________________________________________________________________
· Adapted instruments: ____________________________________________________________

______________________________________________________________________________

· New instruments: _______________________________________________________________

______________________________________________________________________________

· Other recording methods:_________________________________________________________
· Who will develop the new/adapted instruments? ______________________________________
· By what date will the new/adapted instruments be developed? __________________________
· With whom will you pilot the new/adapted instruments?________________________________
· Who will implement the pilot of the new/adapted instruments? __________________________
· By what date will the new/adapted instruments be piloted? _____________________________
· Who will revise the new/adapted instruments, if needed? _______________________________
· By what date will the new/adapted instruments be revised, if needed? _____________________
· Who will obtain the necessary number of copies to be used? _____________________________
· How will the copies be made (name of printer)?_______________________________________

· By when will all the copies be ready? ________________________________________________
Database Design & Development
· Will you use database software to report & store data? 

Yes  (  
No (
· What database software will you use? ___________________________________________

· Who will design the database? _________________________________________________

· How will the database be provided to those who will be collecting and reporting the data?

___________________________________________________________________________

· By what date will the database be designed? _____________________________________

· By what date will testing of the database be completed? ___________________________

· By what date will revisions of the database be completed? __________________________

· By what date will the final version of the database be provided? _____________________

· When will training on using the database be done? ________________________________

· Who will conduct the training on using the database? ______________________________
Data Collection Procedures

· Who will develop the data collection and reporting procedures and policies? 

___________________________________________________________________________

· By what date will the data collection and reporting procedures and policies be developed?

___________________________________________________________________________

When Will You Collect the Data? When you collect your data depends in part on your data sources and your evaluation design.  If you have access to existing data, you can review it and use it to determine your baseline and trends over time.  If you do not have existing data, you need to collect baseline data prior to beginning the intervention.  If you are using multiple data sources and collection methods, you may have a staggered schedule of when you are collecting data from each source or by each method.  
Data can be collected:

· Before and after the intervention is implemented (pre- and post-tests)
· At one time (a single survey or end of program assessment)
· At various times before, during, and after the intervention

· Continuously throughout the intervention (e.g. in logs kept by participants)
· Repeatedly over a long period of time (e.g. longitudinal survey, panel study of single cohort)

· After each set of intervention implementations, if the intervention is being expanded over time to new locations or just repeated to new participants in the same locations
Collecting the Data 

· Will you use existing evaluation staff? 



Yes  (     No (
· Will you use contracted evaluation staff?


Yes  (     No (
· Will you use program implementation staff?


Yes  (     No (
· When will you conduct training on data collection & reporting procedures? 
· Who will develop the training on data collection & reporting procedures?

· Who will deliver the training on data collection & reporting procedures?

Level of Effort: For each data collection method you use in your evaluation, consider whether or not you already have a tool in place that you could use or modify slightly to serve your purposes. Consider the cost, time, and number of personnel required to create new data collection tools, modify existing data collection tools, collect and record the data using other methods.  Some methods are more expensive, time consuming, and require more from personnel than other methods.  Some methods require extensive training of staff who will use them to collect and record data.  For many methods you will need to spend time building and designing your database. You and your partners should rate each proposed data collection method as “low,” “medium,” or “high” level of effort.
Data Collection Worksheet
Transfer the list of indicators from Section 3B to the Data Collection Worksheet. You can then enter/transfer the appropriate information about the data source, sampling, collection methods, who will collect the data and when, and level of effort.

Section 5: Analyze & Interpret Your Evaluation Findings
Analysis
Data analysis techniques are related to your evaluation design and data collection methods.  Quantitative (numerical) data require different analytic techniques from qualitative (verbal) data.  You may need several different people to do the analysis, depending on their skill set.  The use of standardized statistical software (SPSS, SAS) and qualitative analysis software is recommended, especially for large datasets.  

Organizing, tabulating, cleaning, and analyzing data to support meaningful interpretation takes time and effort.  Before analysis can begin, you need to clean the data, which is a process of examining the data to eliminate any errors in recording or coding information in the database.  Careful programming of the database will include safeguards that stop the entry of some incorrect data.  
Analyzing the Data
· Are the data qualitative or quantitative?

· How has the data been recorded and stored?

· Who will analyze the data?

· When will the data be analyzed?

· What analytic methods will be used?

Data Analysis Worksheet

Transfer the above information to the Data Analysis Worksheet, which has columns reflecting (1) types of data, (2) types of analysis to be done, and (3) who will be responsible for conducting the analysis for each indicator.

Interpretation 

Interpretation is the more complex process of attaching meaning to the analyzed data.  It involves putting your results in context and making conclusions.  Interpreting evaluation data is a comparative process.  You should compare your results to the baseline data, to the targets that were set, to the results obtained in the published literature, and to the results obtained by others implementing similar interventions with similar populations.  If you have access to results from other locations or other rounds of implementation, you should be comparing your data to these results as well.

The same information can usually be interpreted in several ways, depending on the perspective of those doing the interpretation.  You should solicit feedback on the data from multiple stakeholders. Better understanding will result if you engage in group meetings to present and discuss the data, allowing those present to ask questions and offer up their own interpretations.  
Interpreting the Data
· Who will be involved in interpreting the data once analysis is complete?
· To what will you compare the information you analyzed? 
· What information is still needed in order to justify your conclusions?
· What are your criteria for success in achieving implementation of your intervention?

· What are your criteria for success in achieving outcomes of your intervention?
Data Interpretation Worksheet

Transfer the above information to the Data Interpretation Worksheet, which has columns reflecting the type of interpretation to be done and who will be responsible for interpreting the data for each indicator. It also lists the standard of comparison you are using and criteria for success, which may be the target that was set before implementation.

Based on the interpretation conducted, conclusions and recommendations can be developed. List your top three to five conclusions and recommendations in the table below.
	Conclusions
	Recommendations

	
	

	
	

	
	

	
	

	
	


List your top three to five lessons learned and changes to be made in the table below.

	Lessons Learned
	Changes to be made

	
	

	
	

	
	

	
	

	
	


Section 6: Share & Apply Evaluation Findings 
Communicating your results completes the initial cycle of the evaluation plan.  You should prepare a comprehensive evaluation report as well as a shorter summary (one page back & front).  You should also prepare a PowerPoint presentation that can be made available to partners to use in presenting results to their respective organizations.  You should also work with media relations and communications staff to prepare a dissemination plan to release the evaluation report and summary to policy makers, partner organizations, management officials, advocacy organizations, the media, and the public. Communication methods used will depend on the audience.  Remember to communicate your findings to participants; this courtesy will help ensure their cooperation at a future (follow-up) date.
Components of the Evaluation Report

Evaluation reports that are prepared for funders, stakeholders, and partners in implementation of your interventions should include at least the following sections:

· Executive Summary 

· Background and Purpose

· Program background

· Purpose of the evaluation

· Brief intervention description, including roles of different partners

· Evaluation Methods

· Data collection methods

· Data sources

· Sampling procedures and/or description of participants

· Data processing  and analysis technique if appropriate

· Data limitations

· Results

· Discussion of the Results

· Conclusions and Recommendations

· References

· Appendices 

· Copies of data collection tools

· Copy of program logic model

Applying your findings is part of the continuous cycle of program implementation-evaluation-improvement.  Initially, this means sharing your findings with your partners, especially those involved in some aspect of the implementation of the intervention. Then, it means reviewing the implementation and evaluation plans used and working on making changes as needed that reflect the findings and going forward with future cycles of implementation and evaluation.
Evaluation Plan Workbook
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