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Evaluation is the process
of determining the merit,
worth and value of things,
and evaluations are the
products of that process.

Michael Scriven
Evaluation Thesaurus, Page 1

N e

\b

e \\7

N
N




6 questions for any evaluation

What is this program What is the purpose of the
trying to achieve and evaluation and what resources

how i.e. what is the do we have?
program logic?

Which parts of the
program logic do we
need to investigate?

What data do we have
already and what will
we need to collect?

Who will do what &
when?



Programs and their Logic

On the ARTD approach a program is an argument about the merit
or value of a course of action - ‘if we do x we will achieve y’

This course of action is intentional. We don’t think it's the only way,
but it is the way we have selected.

The logic of the argument is that by doing x we will bring about
conditions 1,2,3... that will be sufficient for ensuring that y follows.

Why these conditions (or premises in the argument) are thought to
be sufficient for an outcome is often based on theories
 Different things work for different people—the causal powers that give

rise to these conditions are abstract concepts — like love — they are
invisible but powerful and work differently in different contexts.

« Why these conditions are thought to be sufficient is often referred to
as a 'theory of change'.

. Wh[\)/ each component is considered necessary to bring about the may
be based on theories about the world or just simple logic.

Program logic is a rendering of this complexity into the conditions
that are thought to be necessary in order for the program to be
sufficient for an intended outcome.



Theory provides
Important
warrants or
justifications for
components of a
program. But
theory is
subordinate to
logic.

Remember, Karl
Popper’s book
was on the logic
of scientific
discovery, not the
science of logical
discovery.

KARL R.POPPER

THE LOGIC OF
SCIENTIFIC
DISCOVERY

A striking new picture of the aims
of science and of the 20th-century
rovolution in scientific thought




Program logic and evaluation

» The first task of evaluation is determining if the program
argument is sound i.e. valid and well-grounded

 If it is sound, or effective it will be sufficient to bring
about intended short-term outcomes

* This implies two steps

 Validity: does it make sense on paper - if all the premies or
conditions did occur would the short term outcome follow
with a high degree of probability?

* Well-groundedness: Does it work in reality - were all the
conditions brought about, or was there variation that needs
to be explained?

A third step might be to question if it is efficient, is each
component actually necessary?

* This can be determined by observing situations where the
outcome occurred and determining if the condition in
question was always present.



In its simplest form...

Program logic shows the connections between:

* The resources that go into a program.
* The activities the program undertakes.
* The changes or benefits that result.

INPUTS

OUTPUTS

OUTCOMES

Program
resources

Participation H Activities

What we
invest

Who we What
reach we do

Short # Medium #

Long-
term

What results from what we do




Complete this sentence

* | know, | have an idea about what | should
do...

 to get a better hair cut next time.

* to learn more about what stakeholders think
of our program.

* Did you come up with a theory or did you
come up with a course of action that was, or
could be, justified by a theory?



Program logic vs. theory of change

* Many of the ‘'why' questions will require

theory — e.g. why do we expect if mothers engage with

the program they will form better relationships with their
children

* But in most program logics what is often
missing is an explicit theory of causality

* A program logic does not display a ‘casual
chain’ but a casual package or recipe as per
Nancy Cartwright

Young people
are aware of the
workshops

Young people
e

attend the

workshops




What do we mean by ‘caused’

* The presence of something is invariably
followed by the presence of something else
(successionist) [simple change]

* The configuration of certain somethings
iImmediately brings about a new something
(configurationalist) [complicated change]

» The presence of something with certain
latent powers in contact with the latent
powers of something else creates a new
something (generative) [complex change]



Role of theory

* Why the program is needed/the problem being
addressed (i.e. the situation analysis)

* The social science theory or theories that sit at
the heart of the program in terms of

 an understanding of the nature of the problem for the
target group

« why program activities are considered necessary to
generate outputs

* why the collection of outputs are considered sufficient
for generating short-term outcomes for the target
group.

* why the short term outcomes, in addition to the

external factors, are likely to contribute towards the
iIntermediate and longer term outcomes.



Program components as INUS conditions

A program is not the only way to achieve something
but it must be sufficient.

Each component (i.e. output) is an insufficient but
non-redundant part of an unnecessary (i.e. there are
other ways), but sufficient condition (i.e. the
program) for an outcome

A program has components that we think are
necessary and when all achieved are sufficient for
bringing about some outcome.

IMPORTANT: Components are written as conditions
‘who or what achieves, or is in, what state’

Remember at this 101 level we are not focusing on
the ‘why’ of each component at this stage or ‘'when
it works and for whom' because we are focused on
tT)e conditions, not how or why they are brought
about.



The form of the Program logic
argument

* Logic = Outputs + Assumptions = SHORT term outcomes

Outputs must be necessary to constitute the program (i.e.
unleash some casual force) and collectively they must be
sufficient for the intended SHORT term outcome to occur.

« Theory = what are the root causes of a problem that are to
be addressed in a program and for whom they are a
problem (hint: this should be the target group for the
program)

* Theory = why, when and for whom Outputs are achieved.

* Theory = why, when and for whom SHORT term outcomes
lead to or contribute to MEDIUM term outcomes in addition
to External Factors.



SERIES

Claim

@Fg

Claim

PARALLEL

CONVERGENT



Evaluating a program logic

* An argument to be sound must be valid and
well grounded.

* Did each condition occur (at all times and In
all places?)

* Was each condition actually necessary?

» Was the combination of 'necessary’
conditions sufficient for the short term
outcome

* Was the short term outcome sufficient or
does it contribute to longer term outcomes?



Translating terms

* Inputs = things we will need to get this program off the ground
* Activities = what we do, the means to an end.

« Outputs = the ends to which our means are directed AND the premises in an
argument.

* Outputs and other premises are written in the form of condition states—'who or what is in what
state’

« Assumptions: implicit premises on which we are relying but not really doing
anything about, at this stage

* Qutcomes (immediate) = the claim i.e. that which the conditions are through to
be sufficient for bringing about.

* Medium or longer term outcomes = a second claim that moves from the
immediate intended outcome to include external factors. Programs will be
contributory if they provide a condition which is nether necessary or sufficient.
But they may provide a necessary condition or a sufficient condition.

« External factors = other parts of a casual package leading to a medium or
longer term outcome in addition to the immediate intended outcome

« Theories of change = a special case of the broader class of warrants, or reasons
to accept the premises (condition states) will if all brought together, lead to the
outcomes.



Evaluating a program logic

- Evaluation helps us assess the adequacy of the
argument structure and warrants (validity) and
the truth or falsity of the premises (well-
groundedness)

« Conditions not always brought about? Failures of
iImplementation GOTO process evaluation OR failures
of theory (i.e. warrants do not hold in all times at all
places) GOTO Realist evaluation.

* Conditions are insufficient fqr short term outcomes?
explore unfounded assumptions and contextually
constrained mechanisms GOTO Realist evaluation.

« Conditions might not be necessary? GOTO QCA

 Short term outcomes not sufficient for longer term
outcomes — very common, incomplete causal
package and/or overpowering external factors.
Construct a second argument.




Exercises



Individual activity 1:

19

What is this program all about - i.e. what is it
trying to achieve and for whom?

What is the need for the program? - i.e. what is
the problem its trying to address?

Which parts of the program are you most
concerned about - i.e. what are Kkey risks to be
managed?

What questions do you think key stakeholders
will be asking about the program?



Examples



A

External factors

Assumptions

Motivating Problem, or where we are at



Marginalised, vulnerable and at-risk young people are more Local community has greater confidence to ©Oc
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Fxtfrgal factors engaged with their community, and have improved life engage with marginalised youth and 83
nclude: skills, confidence and readiness for work experiences reduced anti-social behaviour 33
- Home factors do oo

not outweigh

confidence and life a 9
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opportunity to build
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young people
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A fun, safe and professional 8 week tournament is run

VMC gains . Young people who would most benefit sign up
ctc;nrftlj(:]ep/lc; VMC and community have for Midnight Basketball

tournaments H H H 1

over the two capaaty to Implement Mldnlght Comprehensive range of local groups working

year period Basketball with marginalised youth identify suitable
participants for Midnight Basketball
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Community commits to take on

Midnight Basketball
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At least one member of a reputable community organisation wants
Midnight Basketball to run in their local community

Marginalised, vulnerable and bored ‘at-risk’ youth face barriers to learning positive Problem
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behaviours and gaining opportunities that would break the cycle of disadvantage



PARTICIPANTS and
STAKEHOLDERS

OUTCOMES (What difference do we make?)

SHORT 3 LONG
* Funding Participants and TR I (Fros-am b sufficient for (Program contribates to
$6amillion Experienced and o i, quidelines tended applicants are aware of the 36t these) these
over & years skilled organisations. and documentation that resonate grant program Farmers adopt new
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= Adverse weather can impact on funded SFP projects, resulting SH DR
|| Assumptions in delays
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'

st et - grant program

2. Grantterms and conditions are attractive
to intended Epp”CEﬂtS Grantees commence

3. Grant eligibility criteria focus on grantees funded projects and
with size and scope to develop innovations meet contracted
that link primary research with extension milestones
and adoption ¥

4. Grant selection criteria balance the
potential for innovation with the risk of
project failure

5. Applicants find application process clear
and straightforward and submit guality
applications

6. Selection panel has the skills and v
experience to identify applicants with the Farmers are aware of
greatest chance of success (i.e. project new technologies and
completion and adoption) practices available

7. Selection panel obtains the information
they reguire to make quality decisions ‘

8. Grant administrators negotiate contracts Farmers increase
with successful applicants and ensure knowledge of new
project plans are in place to manage risks technologies and L
and support project success practices and see the

9, Grant administrators collect information benefits of adopting
from grantees reqguired for monitoring, these practices
evaluation and reporting

Grantees disseminate
findings and promote
adoption of new
technologies and
practices to farmers




Logic

| resource base

Meedifor the program: In the
=3sarllizl to protect the na
tech

indu

z2d climate variability. farmers need to have the technology and tools o adapt and implement sustaingble agriculre practices. Innovaiion in agricul

increasing productivity and profitability of primary industries and regional communities. Individual farmers generally don't have thefresources or infantives to develop new
int=restad in developing, trialling and implementing agricultural innovations often don't work together te deliver innovation pr
overnmant nesds 1o meaat its obligations under international wreatizs including conventions on climate change. biclogic

logies for adapration and organisations that
v challenges of the future. Additonally. the Austral

— Theory

develgpmant and uptakes of innovative technologies and practi

re, fisharies and aguaculture is

Fmglrm objective: Tha Smart Farming Partnerships Program aims to enh.

me=illts obligations under relevant international treaties.

agricultural innovations that will drive growth in productivity: protect Australia’s biodiversity; improve
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Participants
Expariznozd and
skilled organizations
that arz willing to form
partnerships to delver
and diszeminate
inmovation projects
incheding:
» Farming systems
groups
Community groups
Landcare groups
Agribusinesses
» arious raz=arch
onganiations

Stakeholders

» Idinistars

* RLFs

» (Other government
agenoies: Dokl
DEE, state
gowernments
MFF. LAL MLN

DAWR develop clear, consitent and
coherent program logic. guidelines
and documentation that resonate
with stakeholders. & attractive to
intzndzd applicants and clearly s=ts
out application process and
requirameants

DAWR determine suitable
aszeszment and ehgibility criteria
that focuz=s on the needs of
farmers {productivity profitability]
and projects with objectives and
progesses to support diffusion and
adoption

DAWR draft grant management and
rizk azz=zsment planz, develop
application forms and program
communication material

DAWR consult with stakeholdars
and promots program

DAWR engage with Minister and
prowide program progress reports
D=5 panel 3zz=s383 applications and
Winister approves selected
applicants

DAWR notifies sucoessful applhicants
and negotiates effectively on
project plan and contracts

DAWR provide ongoing strategy
and policy owersight

QuUTPUTS

(Dein. ~bles  considered necessary for program

Intendzd applican®
grant program
Grant terms and conditions 31
to intendzd applicants

Grant ehgibility criteria focus on grantee?
with size and scope to develop innovations
that link primary research with extension

and adoption
Grant s=laction oriteria balance the

potential for innovation with the risk of

project failune

Applicants find application process clear
and straightforward and submit quality

applications
Zzlection pansl has the skils and

expanence to identfy applicants with the

greatest chanos of swoosss (Le. project
complation and adoption]

Zelaction pansl obtains the information

they require to make quality decisions

Grant administrators negotiate contracts

with swoozssful applicants and ensure

project plans are in place to manage rizks

and support project swooess

Grant administrators collect information

from gramtzes required for monitoring,
evaluation and reparting

= awars of the 3FP

Assumptions

» Effective communication between DAWR and D55 and sufficient funding to support, design. management. monitoring. evaluation and
reporting of the program
Applicants can form partnerships within the application timeframe
Partnerships lead to better project outcomes due to scale and scope of projects that can be delivered with multiple entitizs wersus one
antity alone without creating unacceptable risks to praject completion
D=5 azzzzzment process has the technizal knowledge and skills reguirsd to assess and sslect appropriate applications
153 grant managers have the technical knowledge and skills required to manager and support swooessful applicants

Granmtess commeanos
funded projects and
masat contracted
milzstanas

¥

Grantees disseminate
findings and promats
adoption of new
technologies and
practiczs to farmers

¥

Farmars ans awars of
new technologiss and
practiczs available

¥

Farmers increase
knowledge of new
technalogies and
practices and see the
benefits of adopting
these practices

Outcomes key

Farmers adopt new
technologies and

¥
Farrmers irmnprove
productivity, profitability
and environmanta
sustainability

¥

Farmers continue to use
and seek new innovative
technalogies and
practices

-
Farmers are more
resilient to deal with —
significant changas in
climata, weather and
markets

E-S..ccessf.l applicants maintain
: relationships leading to

i sustaimed finks between

: primary researchers, extension
| workers and farmers
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=
! Australian public are
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External factors

» Adwerse weather can impact on fundad SFP projects, resulting

in delays

= Farmer propensity to adopt innovative practices will be
infleenozd by environmental conditions (=g i in 2 peniod of
drowght and hardship farmers may be less Tkely to take risks
with naw practioes, in good times they may be mares willing to

trial mew tools and practices)

Changing government priorities dus to bicseounity risks may

mean program  resources diverted to mitigate ks impacting

on availability of orogram funding




Argument 1 -
Immediate outcomes

L . ) L
What you -
. did
e ®’
O o

Everything else
®@ goingon

How did/ do we make local change?

How did the system change?
Argument 2 — longer

term outcomes



External factors
include:

- Home factors do not
outweigh confidence
and life skills gained
during Midnight
Basketball

- External community
tension does not
outweigh opportunity
to build relationships
between different
groups

- Community
perspective on young
people

Marginalised, vulnerable and at-risk young people are more engaged
with their community, and have improved life skills, confidence and

Local community has greater confidence to
engage with marginalisedyouth and
experiences reduced anti-social behaviour

readiness for work
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VMC gains
confidence to
run MB
tournaments
over the two
year period

VMC and community have capacity to implement Midnight Basketball

A fun, safe and professional 8 week tournament is run

6 teams of 10 young people are made up of mixed genders, ages and skill *  Friday night service gap is filled from 7:30-12:00pm

levels — different peer groups interact in a positive setting *  High expectation environment created through code of conduct developed by
Each team plays 3 games of association basketball each Friday night young people, professional basketball rules, stadium, referees and uniforms
Young people eat a hot nutritious meal *  Volunteers and young people develop trust and respect for one another

“No Workshop, No Jump shot” —young people attend workshops focussing on*  Bus delivers young people home safely at the end of the evening

essential life skills *  Closing ceremony recognises participation and achievement

Young people who would most benefit sign up for Midnight
VMC members understand MB philosophy, principles and program <l - =

model and have the skills to fill one of 8, pre-defined, structured roles [ T p— marginalisg:i!tii:z:lgn—up for Midnight Basketball

VMLC has viable business plan with tournament-night volunteer

recruitment strategy, fundraising strategy, transport home, Aol

professional security , hot nutritious meal, workshop plan, recruitment

of professional referees Comprehensive range of local groups working with marginalised

VMCis contracted by MBA and receives seed funding, support and youth identify suitable participants for Midnight Basketball Necessary
FESOUICEs »  Assured that Midnight Basketball will not compete for funding Conditions

A diverse group of community volunteers (min 15) sign up for MBA and
pass WWC checks

* Understand whoiis ‘suitable’

Community commits to take on Midnight Basketball
Community has indoor two-court stadium with attached workshop room *  Key local community stakeholders believe that MBA is viable, safe, and
and is able to commit to a two year program addresses their issues (e.g. Mayor, Police Local Area Command, Local
Volunteer Management Committee (VMC) formed from diverse Basketball Association)

JNA J0 Suiojuaw pue ydisiano sapiaoid g

community sectors that represent the collective wisdom of the
community —not just the youth sector

At least one member of a reputable community organisation wants Midnight Basketball to run in their local community

Marginalised, vulnerable and bored ‘at-risk’ youth face barriers to learning positive behaviours
Problem
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and gaining opportunities that would break the cycle of disadvantage




Is this logical?
Therapeutic Youth Services - Program Logic

Inputs

Activities

Quiputs

Farticipation

Short-term (3-4 whs) Medium-term (3-4 mihs)

Outcomes

Long-term [6+ mths)

What we
invest:

Staff
Budget
Equipment
Rubys houses
Technology

Partners and
networks

What we do:
Counselling

Case
management

Accommodatian
senvices

Case work

Who we reach:;

Family Counselling
Yulnerable and
disadvantaged young
people (12-17) and
their families

Young person/parent
(or carer) experiencing
relationship
breakdown that has or
could lead to
homelessness

Sexual Abuse
Counselling
Young people (12-25
years) who are
homeless or at risk of
homelessness

Short term results:

All relevant parties are
engaged in counselling
therapy

Acase management
plan is completed and
agreed to by all
members afthe family

Stable accommodation
pattem (may indude
Rubys)

Young person
reintegrated into
educatiocn/employment

Medium term results;

Increased quality of
communication between

young person and parent!

carer

Increase in both young
person and parent/carer
wellbeing (e.g. hope,
optimism, confidence,
resilience)

Increase in positive time
spent at home

Young person regularky
attending education/
employment

Ultimate impact;

Young person and
parent/carer have
impraved wellbeing
and interpersonal
communic ation

All client-identifi ed
goals met as per case
management plan

Young person and
parent/carer living
together in safe family
home

Young person
consistently attends
education/femploy ment

Assumptions
*Appropriate staffing levels are maintained *3taff members have
skills and knowledge needed to work with at-risk clients * Intake

criteria are understood and applied to potential clients by all involed

*Funding levels, infrastructure and administrative support is
maintained.

Extemal factors
*Reunification is no longer wanted or appropriate * Economic and social climate
risk factors for family have an increased or decreased impact on outcomes *
Changes to process/sernvice of collabaorative partners




Is your program logic logical?
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What is this all about

My work is mostly with non-evaluator public servants who need an accessible approach to evaluation.

| have struggled to find a satisfying account of program logic, program theory, theories of change, theories of action in evaluation.

My conclusion is that while theories are a very important, programs are first and foremost arguments about a course of action — not theories.
A argument consist of a claim and reasons to support that claim.

A program is an argument that if we do x y will be achieved — this is how ministers and public servants and the general public will evaluate a
policy or program. Woundlt it be great to make public policy and programs more accessible to ciizens by increasing the focus on the
adequacy of the argument being made?

These reasons are in the form of facts that become evidence for a claim because of some warrant or justification that allows us to draw the
conclusion. In many cases the facts become evidence of something because they align with a certain theory.

Theory while very important is subordinate to logic. A theory is a special case of a broader category of warrants or reasons to think
something might be a good idea.

Theories are very useful for explaining why different parts of a program are effective, why apples can address vitamin c deficiency, why
placing them on peoples desks increases consumption. But there is no usually one theory or a theory of change.

Theories are best at explaining the nature of a problem, and providing justification for the efficacy of some course of action BUT the course
of action itself is better understood as an argument. No need to get stuck on ‘T’ or 't theory.

A program may be understand an argument about cause and effect. | find the most useful way of thinking about causa and effect is to use a
configurationlist theory of causality where the program is an INUS condition for a short term outcome.

On this account a program logic does not display a ‘casual chain’ but a casual package or recipe as per Nancy Cartwright.

A program is composed of a series of conditions or outputs that are considered necessary to constitute the program — that if all achieved will
be sufficient for bringing about an immediate or short term outcome.

A sound argument is valid and well-grounded.

A program is valid if it is considered that if all the conditions came about the outcome would follow with some degree of certainty. We must
note the many implicit premises or assumptions that we are also making.

A program is well-grounded if these premises do come about.

Program logic and needs analyses can help work out if the argument is valid — often drawing on theories about the way the world is or why
certain things work.

There are different forms of argument structure, in series, parallel and convergent. Program logic can handle all of these.

Empirical data can help work out if the if the argument is well-grounded

Analysis can help work out if all components were actually all necessary.

If the program is sound then the short term outcomes will follow with a reasonable degree of certainty if the outputs were all achieved.

The extent to which the short term outcomes lead to medium or longer term outcomes is another argument. Here the short term outcome is
one premise, program activities may provide additional conditions. External factors will provide the other premises. Here the argument is of
the form, if we generate these short term outcomes then given the external conditions we x,y, we expect the program will either contribute
towards, or in the stronger sense, be sufficient to acehive Z.



Slides about Evidence Based Policy



Putting evidence in evidence-based
policy

Evidence is always evidence for something.

Evidence is usually something we can observe
that gives us a reason to believe something
that 1s harder or not possible to observe

Facts become evidence for claims through
ogic and argumentation

-acts do not support a program, evidence
supports a program and evidence is part of an
argument for something.

Program logic when composed of necessary
and sufficient conditions provides an
argument structure than can be evaluated.







Evidence

Inference

Warrant




