CHAPS Phase VII 
Appendix 7.5  Evaluation Steps
The Centers for Disease Control and Prevention Evaluation Working Group developed a framework for program evaluation that includes steps to guide you in engaging stakeholders, describing the program, focusing the evaluation, gathering evidence, interpreting data, and developing a strategy for reporting results.  This framework has been adapted from CDC and the MAPP process for inclusion in CHAPS.  In addition, other evaluation guides and resources are available and provided as links.
a) Engage stakeholders:
Who needs to be involved?  It is recommended that a subcommittee oversee the evaluation activities.  The subcommittee should consider other stakeholders that should be involved including individuals who manage or work on the activity being implemented and people who will be affected by its implementation. 
Different stakeholders will have different needs when it comes to engaging them in the evaluation. Some may benefit from being involved in the evaluation planning or as a member of the sub-committee, some may only need to be involved in the implementation, and some may only need to receive the results. The evaluation subcommittee can identify and decide who the stakeholders are and what level of engagement is needed.
Engaging stakeholders in evaluation activities will help increase the likelihood that the evaluation will be useful and credible.  The Evaluation Plan Template (Appendix 7.4) includes a section to help you track who your stakeholders are, their interest in the results, when and how to engage them, and what findings to communicate and how.
b) Describe the program:

At the beginning of your evaluation plan, describe the program or policy being evaluated and its purpose and place in a larger public health context.  This may be done by describing the importance of the program/policy, some expected effects, activities, and the current stage of the program/policy.   

Consider also preparing a logic model to help visually describe your program. A logic model illustrates the relationships between program elements and expected changes.  It is a series of “if-then” relationships that if implemented as intended, lead to the desired outcomes.  A template logic model is provided as Appendix 6.7. 

Document what is being evaluated 
· Strategies – Evaluation subcommittee members should identify and describe the activity or strategies to be evaluated.  This involves revisiting and understanding goals, strategies, and action plans being implemented.  Remember that not everything needs to be evaluated.  
· CHAPS process – The evaluation subcommittee should address issues such as level of community engagement, comprehensiveness of participation, and results and activities from each phase of CHAPS.  

c) Focus the evaluation (consider scope and resources)

After engaging stakeholders and describing the program, the next step is to focus the evaluation design to assess the issues of greatest concern to the stakeholders while using time and resources as efficiently as possible.  At this stage, the evaluation team should select:  the questions that the evaluation will answer, the relevant indicators, data collection sources, the methodology to be used in collecting data, the timing, and how the data will be analyzed.   Common questions include:
· How well was the activity performed?
· How effective was the activity?
· How well did the activity meet our stated goals?
· What could be changed to improve the activity next time?

Please refer to Evaluability Assessment Tool/Checklist provided as Appendix X. 

d) Gather credible evidence 

The next step is to collect data about the activity in order to answer the evaluation questions using credible evidence and then justify the conclusions.  This step important to prioritize as the results of your evaluation will only be as strong as your data sources are. Gathering credible evidence means using trustworthy, acceptable information to answer the evaluation questions. 
All data sources have limitations but by “triangulating” your data (i.e. comparing multiple data sources to see if the results offer the same conclusions) you can compensate for some of the limitations and strengthen the reliability of your findings.

Information may come from a variety of sources, including participants, community health indicators, and other sources of data that demonstrate what happened after the implementation of the activity.  Sources of evidence can be qualitative and quantitative, traditional and non-traditional.  See Appendix 7.2 for a list of evaluation methods examples.  This list can help you design data sources that will offer triangulation of your findings.

e) Interpret data

Having credible data to evaluate the activity, the evaluation team then determines what the data demonstrate about the implementation of the activity.  Did the activity do what it set out to do?  How effective was it?
Keep the following in mind:  
· Use appropriate methods of analysis to summarize findings
· Interpret the significance of results to decide what the findings mean
· Triangulate individual findings with other data sources to compare whether the results lead to the same conclusions
· Make judgments according to clearly stated values that classify a result (e.g., as positive or negative and high or low). The S.M.A.R.T objectives in your action plan should guide your interpretation of the evaluation results. Well-written objectives should easily be assessed as supported or not supported by the evaluation results.
· Consider ways to benchmark the results (e.g., compared with program objectives, a comparison group, state or national norms, past performance, etc.)
· Remember to interpret the overall as well as the specific. Think of your findings as a pyramid or a funnel: a lot of individual, specific results can be combined and interpreted to identify the overall implications of evaluation.
· Organize your findings in a way that “tells a story”. By interpreting the implications of your data as a whole rather than listing the individual findings you offer users of the evaluation results a clear understanding of what the data shows. Recommend action or decisions that are consistent with the conclusions and fit within the overall story of your data.


f) Disseminate findings and share lessons learned
Results of the evaluation should then be used and shared with others:  
· Create opportunities for partners and stakeholders to engage in the evaluation process as well as in determining steps taken in reaction to the findings.  Create a feedback loop with stakeholders throughout the implementation and evaluation regarding interim findings and preliminary interpretations.
· The findings should be considered in decisions or actions that affect the program.  Schedule follow-up meetings with intended users to make sure the evaluation conclusions are communicated and used appropriately in decision making.  
· Document and disseminate both the procedures used and the lessons learned, using tailored communications strategies that meet the needs of particular stakeholders.
· Use frequent, ongoing, and creative approaches to celebrating successes and recognizing the hard work of participants and the efforts of the community.
· Weave the “story” of your data into all your dissemination methods, such as slides, presentations, reports, infographics, informal discussions, etc.








Sources  
This document was adapted from:
The Centers for Disease Control and Prevention Evaluation Working Group’s Framework for Program Evaluation.  www.cdc.gov/eval/steps/index.htm
The Mobilizing Action through Planning and Partnership’s Action Cycle.  http://www.naccho.org/topics/infrastructure/mapp/framework/phase6.cfm


