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The Steps

· Assess (evaluate) the need for the program

· Develop (test) theories for why and how your program will meet needs; design the program

· Create (check) the steps or processes and implement/verify the implementation the program

· Monitor for outcomes and impacts

· Tell your story; report findings

· Continuously improve program 

The hierarchy for evaluating a program
                              Effectiveness and efficiency

                       Program outcome/impact

                Process and implementation

         Program design and theory

 Need for the program

Need for the Program
Resources to help you identify the need for your Land Care Steward program

1. Identify who cares, and why
a. Who wants the issue addressed

b. Who are all the “customers”?
2. Define the target population and the service delivery environment
Five Levels of VCE Programming

· Level 1 -- goal of awareness; information distribution (reactive)
· Level 2 -- goal of awareness, personal commitment, and increase in knowledge; limited educational programs (reactive with some outreach)
· Level 3 -- goal of increasing knowledge and skills; more dynamic, for public, one-time events (proactive)
· Level 4 -- goal of behavioral change; on-going program; community is beginning to assume responsibility (long-term structured/proactive)
· Level 5 -- goal of spinning off the program (reduction in VCE MG leadership)
The Five VCE MG Programming Levels: Interaction between Stewards and Public
	Contribution/role of the VCE MG Steward and involvement of the public
PASSIVE                                                                  to                                                                              ACTIVE

	
	Level 1
	Level 2
	Level 3
	Level 4
	Level 5

	GOAL/

OBJECTIVE
	create overall awareness
	establish personal role/ responsibility
	develop personal skills and action
	initiate community action
	level 4 becomes accepted as general practice -- becomes institutionalized

	INFO
	basic landscape care; value of environment
	overview of proper landscape management; personal action
	how-to: adoption of BMPs and community action
	people & landscape linkages and interactions
	leadership and people management

	EDUCATIONAL DELIVERY
	answering questions; brochures, hand-outs, phone responses, mass media
	presentations; slides, videos
	individual hands-on personal interactions; demonstrations 
	programs: look what happens when a community adopts BMPs; Levels 1 to 3; community volunteers and workgroups
	program sustainability; Levels 1 to 4, community leaders

	EXAMPLE
	clinics, telephone hotline
	one-hour presentation to local garden club; newspaper article with address for more info
	active participation in a field day; landscape ordinances
	school curriculum (school grounds and participation); neighborhood projects; local achievement program (meet certain criteria) by communities, civic groups, developers

	EVALUATION
	number of requests for information; survey of a random sample of contacts
	pre/post-test of presentation evaluation
	random survey of participants after the event
	active public participation; improved landscape management
	reduction in VCE MG Steward leadership


Becoming a Steward, Program Design, Implementation & Evaluation: A Handbook for the Advanced VCE Master Gardener, 2000. Department of Horticulture, VPI&SU.

2. Activity: Define the target population and the service delivery environment
3. Identify the needs, outcomes and solutions (List your idea of the needs, what outcome you expect and ideas of what solutions might meet the needs.)
4. Prioritize the needs

a. Inputs

b. Activities

c. Outputs

d. Initial Outcomes

e. Intermediate Outcomes

f. Longer-term outcomes
Describe for a decision-maker the gap between the current condition and the condition that is needed; list inputs, activities, outputs and outcomes 

Program Theory

Looks at the reasoning behind the cause of the problem

1. Ishikawa or “fishbone” diagram as a technique for arriving at cause
· The bones – select relevant ones

· Policies

· Procedures

· Environment

· People

· Materials

· Equipment

· Ask “why” 3 – 5 times

· Repeated answers are your root causes

2. Social marketing matrix - Identify barriers and benefits for desired and competing behaviors to make your program more appealing than the alternative 
	
	New Behavior
	Competing Behavior #1
	Competing Behavior #2

	Perceived Benefits
	
	
	

	Perceived Barriers
	
	
	


To foster sustainable behavior

· Increase the benefits of the target behavior

· Decrease the barriers to the target behavior

· Decrease the benefits of the competing behavior(s)

· Increase the barriers of the competing behavior(s)
Program Theory

· Why is it that you think that the activities you have picked for your program will achieve the expected outcomes?

· Graphically display the program from idea through outcomes

· Service utilization plan

· Flow chart

· Logic model
On the back of this page, create a flow chart or logic model of your program.

When determining your activities, remember…
· Regulation contingent on people’s willingness to be regulated

· Education alone has little or no effect on sustainable changes in behavior

· Economic self-interest has limited success in changing behavior

· Community-based social marketing has had documented success
Process Theory

Has the program been implemented as designed?

Reaching the target population

Service delivery consistent with design

Support functions providing assistance
Regular review to compare logic model, flow chart, written procedures or roles to actual operation
Monitoring

Data collection at regular intervals

Data analysis

Data relevance, reliability, repeatability

Coverage of the target population

Avoid the many forms of data bias!

Outcomes and Impacts

· Outputs

· Outcomes
· Beware of client base attrition and normal long-term trends

Effectiveness and Efficiency

· The measure everyone wants to hear?
· Most difficult

· Relies on the other layers in the hierarchy
· Models
· Cost-benefit analysis

· Outcomes expressed in monetary terms

· Cost-effectiveness analysis
· Outcomes expressed in substantive terms

Tell Your Story

· Appropriate to the stakeholders

· Methods

· Reports

· Presentations

· Personal interaction

· Content

· Mix data and stories

Impact Statements (VCE method)
· Map your intended or current program

· Determine what impact you want to report

· Collect and analyze data

· Tell your story
Continuous Improvement

· Establish a deadline to complete an evaluation every year or two

· New people, new ideas and challenges

· External evaluators

Questions? Email me – preilly@pwcgov.org[image: image1.png]


[image: image2.png]












