
Evaluation is a structured, staged
process of identifying, collecting

and considering information.  

Evaluation will help you to
describe and understand the

goals, progress and outcomes of
many types of promotion and

prevention initiatives.  
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his booklet is a practical guide to designing and
implementing evaluation for a wide range of promotion and
prevention initiatives. 

The booklet outlines how people can work with each other,
their stakeholders, clients and community to develop relevant,
affordable and achievable evaluations for their initiatives.  It also
demonstrates how these evaluation processes can become part of
day-to-day practice.

In this booklet, we approach evaluation as a structured, continuous
learning process, and not as a performance assessment or set of
criteria to determine a project's success.

Evaluation as a learning process takes place throughout the
lifespan of every promotion and prevention initiative, including
one-off projects, ongoing programs, the management of services
or resources, or the development of policy.  

Evaluation brings together different points of view, experiences and
knowledge to develop joint solutions to shared problems or
discover more about common areas of interest. 

Through evaluation, we can improve knowledge, skills and action.
We can become more focused in determining and achieving our
goals. We gain valuable insights into the outcomes of actions 
and are able to track progress and continually develop more
effective and relevant strategies. By embracing evaluation, we
commit to a process of continual improvement that forms the 
basis of good practice.

Evaluation supports learning and celebrates achievements in
promotion and prevention initiatives at all levels. By encouraging
learning through an evaluation framework of continual feedback,
reassessment and development, we can provide greater benefit to
our communities of interest, our funding bodies and our clients.

PROFESSOR IAN WEBSTER AO PROFESSOR BEVERLEY RAPHAEL

Chair, National Advisory Council Chair, National Mental Health Promotion
on Suicide Prevention and Prevention Working Party
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GETTING STARTED

What is Evaluation?
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Evaluation is a continuous process of
asking questions, reflecting on the
answers to these questions and
reviewing your ongoing strategy and
action. These evaluation processes
occur within an agreed framework
and plan. The processes are the
same whether you start evaluation at
the planning stage of an initiative,
during its implementation or at 
its conclusion. 

This booklet is designed to help
anyone who is undertaking a
promotion or prevention initiative 
in mental health, suicide, health or
any other community development
field to understand and get started
on evaluation.

When do I start
Evaluation?
Evaluation as learning for good
practice ideally starts from the
moment you embark on designing a
project, program or initiative and 
runs throughout its lifespan. 

While evaluation can begin at almost
any point in an initiative, ideally you
should plan, agree to and budget for
evaluation from the outset. It should
become part of your day-to-day
management practice and support the
processes involved with developing
and implementing a promotion and
prevention initiative. 

Evaluation runs in parallel to the
planning and action of your initiative.
It promotes continual development 
by providing you with feedback about
your progress, encouraging you to
reflect on outcomes and providing a
basis for you to consider future
action strategies.

on evaluation

SUMMARY  

> Approach evaluation as
learning for good
practice

> Undertake evaluation 
as a staged, 
structured process

> Start evaluation when
you start your initiative

> Get everyone involved
in evaluation

> Incorporate evaluation
into day-to-day
management practice



The AEIOU Five Steps 
of Evaluation
There are many models for
evaluation, each using different
terms and language and offering a
different approach to the process. 
In this booklet, we are using the
AEIOU model for evaluation.
This is a model for evaluation
as continuous learning. It
describes the process of
evaluation in terms of five
steps and provides an
indication of the kinds of
activities and learning
outcomes that may emerge
at each step.  

The five steps of evaluation
in the AEIOU model are:

Ask the right questions

Examine options and 
explore methods

Initiate actions and 
interpret answers

Options for change

Undertake change for 
good practice

This model assumes that:

> The decision to evaluate 
the program has already 
been made. 

> The evaluation activities 
form an integral part of the
development and imple-
mentation of the project.

Who is Involved 
with Evaluation?
Evaluation involves everyone who
may learn from or contribute to 
the evaluation process. This might
include those working in your
initiative, its clients, funding 
bodies, the local community, health
professionals involved with the
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project, government organisations 
or associations, representatives of
local cultural minorities and many
other people. It is useful to make a
list of the key people and groups 
who are involved in or are affected
by your initiative. Remember to
include the recipients of the program
or initiative.

It may also be valuable to include
someone on the evaluation team
who has no involvement in your
initiative. This might be an
independent auditor, someone
working in the field in another area,
or members of the local community
who do not have any links with the
project or any related political or
financial agenda. 

You could gain this "independent"
view and also benefit from a wider
range of knowledge and expertise by
setting up a Reference Group.



Setting up a 
Reference Group
A Reference Group is usually a
small group of people who have
professional or personal knowledge
of the field and/or your initiative.
Members of the Reference Group
are usually selected because they do
not have a stake in the outcome of
the evaluation and are not on the
evaluation team.

It is important to discuss and agree
the roles and responsibilities of the
Reference Group at the start of the
evaluation. What are the "Terms of
Reference" by which the Group 
will operate? 

You will need to agree on what the
Reference Group’s involvement will
be during the evaluation process.
Will it direct the evaluation process
and be involved at every stage? Will
involvement be through reviewing
progress reports and the final report?
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Or will Reference Group members
only provide advice and suggestions
if required? What level of
information will the Reference
Group receive? How will the
Reference Group provide input and
how will this input be reviewed by
the evaluation team? 

Individuals on the Reference Group
may also provide expert information
during the course of the evaluation,
such as advice on development of
data collection mechanisms. 

What form will the
Evaluation take? 
When developing evaluation you
should consider:

> What is the purpose of the
evaluation and its priorities?

> What are the constraints on
the evaluation (cost, time,
resources etc)?

> What do we (our clients,
stakeholders, project team,
those who benefit from the
project) hope to gain from
evaluation?

> What percentage of our time
and budget are we prepared to
commit to evaluation? It is not
uncommon for around 10% of
budget to be set aside for
evaluation costs.

> Whose co-operation do 
we need during the 
evaluation process?

> How do we ensure that the
evaluation reflects a 
balanced view of the project
and has value for our
clients, stakeholders and 
the community?

> What form will evaluation
reporting take? e.g. at what
points in the process will an
evaluation report be prepared,
what will be its structure and
content and to whom will it 
be delivered?

Members of your Reference Group 
might include some of the following:

A representative of the funding body

A representative of the local community

Representatives of the people your initiative is working with 
(e.g. two young people)

Staff from the local mental health or health service

Local school principal, TAFE teachers or school teachers

Youth workers from the local youth club

Staff at a local facility that works with your project group 
(e.g. an aged care facility)

Representatives of the local Lions Club or Rotary Club

Representatives of the local police

Researchers from a local University 

Academics working in your field who could participate via
email or teleconference 

EXAMPLE

THE PRINCIPAL ROLE OF A

REFERENCE GROUP IS USUALLY TO

PROVIDE FEEDBACK ON THE

DEVELOPMENT AND

IMPLEMENTATION OF THE

EVALUATION PROCESS. 



GOAL What does your initiative aim to achieve 
in general? 

OUTCOMES What changes in attitude, behaviour, condition or 
status does your initiative seek to achieve in the 
setting of a particular community or population? 
What learning outcomes does the initiative seek 
to achieve in relation to process, knowledge 
and skills?

STRATEGY How do you plan to achieve these outcomes?

OBJECTIVES What specific targets do you need to accomplish 
on the way to achieving your Outcomes?

PERFORMANCE What responses or measurable changes in 
INDICATOR behaviour, attitude, condition or status 

would indicate progress towards Objectives 
and Outcomes? 

PERFORMANCE How will these changes in behaviour, attitude, 
MEASURE condition or status be measured? 

These are general definitions used in the evaluation field. However, many
public documents define these terms in different ways. So, if you are writing
an evaluation for a funder for your initiative, it is important to ensure you use
the definitions provided by them.
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Planning and 
evaluation terms

THE TERMS USED IN THIS BOOKLET

TO DESCRIBE KEY CONCEPTS IN

PLANNING AND EVALUATING AN

INITIATIVE ARE:

Benefits of 
Evaluation:
> Builds stronger

relationships between
those conducting the
initiative, its stakeholders
and the local community 

> Clarifies project purpose
and desired outcomes

> Helps teams plan and
achieve initiatives for
individual and
community benefit

> Achieves a higher level
of accountability 

> Continually improves
strategies and actions to
achieve better results

> Increases organisational
and personal capacity 
to develop, implement,
track progress and
assess outcomes of
initiatives

> Promotes a better
understanding of
promotion and
prevention initiatives
within our communities

> Progresses local and
national knowledge
about the outcomes of
promotion and
prevention initiatives

INFORMATION

> Are about to start an initiative 

> Have agreed on the purpose of evaluation

> Have approved resources for evaluation

> Have gained commitment to evaluation from stakeholders

> Have taken steps towards establishing a Reference Group

> Are committed to continuous learning through evaluation

You are ready to start 
evaluation if you:



SUMMARY 
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Critical questions help you clarify
your initiative's purpose, structure
and setting and also develop your
evaluation strategy.

Critical questions are developed in
consultation with your clients,
stakeholders and others involved
with your initiative and its
evaluation. Critical questions are
unique to each initiative because
they reflect the perspectives and
agendas of the people asking the
questions and the setting of 
the initiative. 

Developing a set of critical questions
brings to light and clarifies peoples'
assumptions and expectations about
your initiative. This helps you
establish the purpose of your
initiative (goals, outcomes and
objectives) and formulate an action
plan to achieve this purpose. 

Critical questions also form the basis
for the evaluation of your initiative.
They highlight what information
you will need to collect in order to
track progress towards your agreed
goals, outcomes and objectives.
They also provide a reference point
for ongoing strategy development. 

Develop Critical
Evaluation Questions to
establish the purpose of
the initiative and the
evaluation strategy 

Look for process
outcomes (learning and
system development) as
well as action outcomes
(progress towards
initiative's goals)

Ensure stakeholder
interests are represented

STEP A – ASK 

What are critical questions?

the right questions
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You can also develop critical
questions throughout the evaluation
process. Some may focus on your
initiative's progress towards desired
outcomes. Others may focus on how
the outcomes are being achieved,
what skills are being learned and
what tools are being developed along
the way. Others may focus on the
progress of the evaluation itself. 

Developing Critical
Questions for
Evaluation
The following guidelines will help
you develop critical questions 
that reflect the aims of the
evaluation, the interests of
stakeholders and clients, and will
provide a true indication of your
initiative's progress.

BE TARGETED … consider who will
use the information gathered
during the evaluation and for
what purpose? This might be
the funding body, the service
provider, the initiative's
workers, partners or clients,
interested stakeholders, the
community and others. Will the
answers to your critical
questions provide information
that will be useful to these
groups? How do you know?

BE INCLUSIVE … ensure that the
interests of all parties are
represented when developing
the critical questions. This may
involve including the interests
of conflicting parties and
establishing protocols to 
enable conflicting interests in
the evaluation to be managed
in a way that is appropriate 
to the commissioning 
body's requirements. 

BE UPFRONT AND TACTFUL …
and cover all the relevant 
issues including aspects such as
service appropriateness, access
and effectiveness, client

satisfaction and changes in
client condition or behaviour
status. You may find that some
of these issues are more
important than others, and 
you can prioritise resources
accordingly.

ASSURE QUALITY … when you 
are finalising your set of 
critical questions, assess 
them according to the 
following criteria:

> Do the critical questions truly
represent the interests of those
involved in your initiative and
its evaluation? 

> Have you found sensitive issues
that people are avoiding and
how are you managing this?

> Do the critical questions reflect
the setting of the initiative and
its community? 

> Do they address learning and
system development issues as
well as promotion and
prevention outcomes?

> Will the answers to the critical
evaluation questions provide a
true indication of what the
initiative has achieved so far,
problem areas and progress
towards its goals? If not, have
you negotiated and agreed a
more limited scope for the
evaluation than the initiative
actually needs? 

You will need to discuss and agree
on the critical questions with
representatives of stakeholder 
groups and the body that has
commissioned the evaluation (the
evaluation client). Ideally, you will
end up with five or six critical
questions that cover the scope of the
evaluation. When you have agreed
on your critical questions, incor-
porate them into your ongoing
evaluation process.



p.12

INITIATIVE DEVELOPING CRITICAL QUESTIONS 
KEY CONCEPTS TO ESTABLISH KEY CONCEPTS 

FOR THE INITIATIVE

INITIATIVE GOALS PURPOSE

What does your initiative aim to achieve overall?
STRUCTURE

How will your initiative achieve this purpose?
CONTEXT

What setting or population is the focus of the initiative?

INITIATIVE OUTCOMES ACTION OUTCOMES

What specific changes in attitude, behaviour, condition or
status does your initiative seek to achieve in the
setting of a particular community or population?
LEARNING OUTCOMES

What learning outcomes does the initiative seek to 
achieve in relation to process, knowledge and skills?

INITIATIVE OBJECTIVES ACTION OBJECTIVES

What specific targets or milestones do you 
need to accomplish to progress towards
your outcomes and goals?

INITIATIVE STRATEGY ACTION PLAN

How does your initiative plan to achieve the objectives?
THEORY OF PRACTICE

What is the theory of practice? 
PARTICIPATION

Who will be involved with the initiative?
MANAGEMENT AND RESOURCES

What are the resources (human, material, financial)
available? 
What will be the management and support systems
(structure, systems)?
QUALITY ASSURANCE

What will be the quality assurance systems?

INITIATIVE What responses or measurable changes in behaviour,
PERFORMANCE INDICATORS attitude, condition or status would indicate progress 

towards Objectives and Outcomes? 
What milestones might indicate progress?

INITIATIVE What measures does the initiative need to put in place 
PERFORMANCE MEASURES to monitor changes in behaviour, attitude, condition 

or status?
How will you know if you've achieved the 
Performance Indicators?

CRITICAL QUESTIONS

CLARIFY PURPOSE AND

DEVELOP STRATEGY

The following table gives
examples of the sort of

critical questions that can
help to clarify purpose and

strategy when developing 
your initiative. 

We have provided an
example of how critical

questions are used to
establish key concepts and
structure evaluation for a
mental health promotion

initiative for young people. 

This example is based on a
fictional initiative

commissioned by The
Commissioning Body and

managed by An Independent
Consultancy through The

Education Department. 
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EXAMPLES OF KEY CONCEPTS FOR THE INITIATIVE:
A MENTAL HEALTH PROMOTION INITIATIVE
FOR YOUNG PEOPLE

PURPOSE

To reduce the risk of depression
STRUCTURE

Undertake a school and TAFE-based education program that informs young people about depression management and pro-active behaviours
CONTEXT

Year 11 and 12 students and all TAFE students within the age range 15-24 years, and young people who will benefit from greater
knowledge about depression management and proactive behaviours

ACTION OUTCOMES

There will be an increase in the number of young people who:
• Are able to identify signs of depression and describe their help-seeking behaviour
• Undertake pro-active behaviour designed to maintain wellbeing
LEARNING OUTCOMES

There will be a better understanding of how young people recognise depression for themselves and their peers
Establishing the appropriateness of accessing young people through TAFE courses

ACTION OBJECTIVES

Assess and report on risk indicators prior to marketing the strategy in the initiative's demographic
All participants will complete a pre and post-test attitude and knowledge questionnaire and be asked to volunteer for a three-month follow-up
Initiative designed from an established evidence base
Develop initiative content and delivery mechanisms that take indicators into account
Employ educators who are trained and acceptable to young people 
Market concept to all State school Year 11 and 12 and TAFE administrators – achieve 25% positive responses
Design initiative to fit school and TAFE curriculum requirements
Market research languages and images that appeal to the demographic
Set up links with school and TAFE counsellors for personal support work

ACTION PLAN

Assess risk using National Mental Health Strategy risk indicators for young people
Carry out surveys checking the indicators at 5 schools and 5 TAFEs
Assimilate outcomes and use as key design criteria
Negotiate marketing strategy with The Education Department marketing contractors
Carry out follow up marketing strategies if 25% responses not achieved by June
Employ trainers with appropriate backgrounds, train them and mentor them
Carry out 4 pilot education programs in 2 schools and 2 TAFEs, assess, modify and implement across rest of catchment
THEORY OF PRACTICE  Collaborative, self-directed action learning
PARTICIPATION  The Education Department marketing, TAFE and school administration, counsellors and year 11 and 12 students and
their teachers, and TAFE students and their teachers
MANAGEMENT AND RESOURCES  The Commissioning Body funding, The Education Department marketing, programming and counselling,
An Independent Consultancy management initiative officer accountable to The Commissioning Body initiative management group 
including The Education Department representation
QUALITY ASSURANCE  Work within The Commissioning Body best practice criteria

There will be an increase in knowledge about depression management 
There will be an increase in the number and range of pro-active depression management behaviours undertaken by individual young people
There will be an increase in the well-being of 15-24 year olds as measured by standardised psychometric tests

A knowledge test about depression management 
Pro-active behaviours checklist 
A standardised wellbeing psychometric scale

TA
B

LE 1
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EVALUATION DEVELOPING CRITICAL QUESTIONS 
KEY CONCEPTS FOR EVALUATION DESIGN AND MANAGEMENT

EVALUATION GOAL What is the goal of the evaluation?
To establish:
• To what extent did the initiative achieve its purpose, 

develop its structure and work within its target context?
• Were there any other impacts from the initiative 

(positive and negative)?

EVALUATION OUTCOMES What are the desired specific outcomes for the evaluation? 
• To provide valid and reliable information
• To provide information that indicates to what extent 

the initiative progressed or is progressing towards 
its goals, objective and outcomes

• To provide information that is useful as a basis for 
learning and decision-making about future action

• To provide this information in an appropriate form 
for distribution to the evaluation's target audience 
as determined by the Commissioning Body

• That evaluation ethics are transparently included 
in all evaluation activities 

EVALUATION OBJECTIVES SCOPE AND FOCUS

What is the scope and focus of the evaluation?
STRATEGY EVALUATION

How will the effects of specific action strategies 
be evaluated?

EVALUATION STRATEGY EVALUATION FORM, VALIDITY AND ETHICS

How will the evaluation be carried out in order to gain 
reliable and credible answers to the critical 
evaluation questions?
EVALUATION IMPACT

How can information, skills and systems development 
gained from the evaluation encourage learning and 
be incorporated into the future strategy?

EVALUATION VALIDITY OF EVALUATION DATA

PERFORMANCE INDICATORS Will/has the evaluation been developed and carried out in
a way that results in credible and reliable information 
about the initiative's progress towards its goals.
Does it provide answers to the critical questions?
USE OF EVALUATION DATA

How will the information gained by the evaluation 
be communicated and to whom?
How will it inform learning and future strategy?

EVALUATION USE OF THE INITIATIVE'S DATA

PERFORMANCE MEASURES What information do you require to measure progress?
MONITORING STRATEGY

How will you monitor the strategy to confirm that it 
is working?
EVALUATION DATA COLLECTION

What evaluation data will be collected and 
how will it be collected?

CRITICAL QUESTIONS 
FOR EVALUATION

The following table
provides examples of the
sort of critical questions

that might be useful when
developing evaluation for

the initiative. 

Again, we have provided
an example of how critical

questions are used to
establish key concepts and

evaluation structures for
the same fictional mental

health promotion initiative
for young people,

commissioned by The
Commissioning Body and

managed by An
Independent Consultancy

in liaison with The
Education Department.
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EXAMPLES OF EVALUATION QUESTIONS FOR:
A MENTAL HEALTH PROMOTION INITIATIVE FOR YOUNG PEOPLE 

What were the impacts of the initiative on the knowledge about depression, use of proactive management behaviours and risk of depression
amongst 15-25 year olds who live in the local area?
What did these impacts mean to the stakeholding groups?
What were the learning and skills development impacts for initiative staff, stakeholders, the local community and others involved with the initiative?
Were there any unforseen impacts of the initiative in behaviour, condition, attitude or status of those taking part in the initiative and those involved
with the initiative such as stakeholders or local community members?

How do we know that the information produced by the evaluation and the conclusions reached by the evaluation are valid?
What is the evaluation's target audience and what is the most appropriate way to communicate the information to this audience?
How will information and recommendations produced by the evaluation be used for future learning and strategy development?

SCOPE AND FOCUS

What is the realistic scope of the evaluation to determine the initiative's impact based on the resources available for the evaluation?
STRATEGY EVALUATION 

What reliable, consistent, accessible and credible measures, criteria and data sources does the evaluation need access to? 
EG: What are the locally validated indicators of risk? What is the baseline level of risk for the target group?

What is the level of risk at the initiative's conclusion? What criteria were used to employ the trainers?
How did the education initiative meet the established evidence base? How did the trainers respond to the initiative's training program?
How well were the trainers accepted by the students? What was the scope of the marketing strategy?
What impact did it have? How much follow up work was done?

Was the desired 25% response level reached? What systems were put in place to ensure participant safety?

EVALUATION FORM, VALIDITY AND ETHICS

What forms of evaluation are available, affordable and appropriate, given the resources available for evaluation 
and the agreed scope and limitations of the evaluation?
Who will be involved in the evaluation?
EVALUATION IMPACT

How will evaluation feedback encourage learning?
How will information on unexpected outcomes be incorporated into the future strategy development?
How did the management and support systems operate to support the action strategy and how did the quality assurance systems operate?
What changes to strategy, systems and resources took place or might better achieve the desired outcomes?

Does evaluation data indicate that the initiative is progressing towards its goals?
Does evaluation data indicate the need for changes in process and structure to better achieve progress?
Does evaluation data indicate the need for changes in action strategy to achieve progress?
How is evaluation data being displayed, disseminated?
When is it being disseminated and to whom?
What support processes are in place to ensure appropriate responses to the evaluation data?

Do the performance measures provide appropriate, consistent and reliable information that relates to the performance indicators, is of value to clients
and stakeholders and meets the evaluation goals?
MONITORING  How will you monitor the strategy to confirm that it is working?
DATA COLLECTION  What tools, protocols and events do the evaluators need to monitor the initiative?
What other sources of information are needed other than the initiative's monitoring data?
How do the other sources meet the criteria for valid data (appropriate, consistent, reliable and available)?
How will the information be collected?
How can the required information be gathered at the appropriate intervals to address the key questions?
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A performance indicator is a response to an initiative or a measurable
change in behaviour, attitude, condition or status that indicates
progress towards the initiative’s agreed objectives and outcomes. It
may be helpful to consult the national strategy or national action plan
in your field, to identify the national goals, outcomes and performance
indicators e.g. the National Action Plan for Promotion, Prevention and
Early Intervention for Mental Health 2000.

When you are developing performance indicators for your initiative,
the main thing to keep in mind is that they need to relate directly to
the goals, outcomes and objectives of your initiative. They might also
link with national goals and outcomes. 

The following questions may help you to develop a performance
indicator that is right for your initiative. Alternatively, you might want to
consider a range of performance indicators and then assess them
against these questions to decide which will give you the best indicator
of progress. 

1. IS THE PERFORMANCE INDICATOR LOGICAL? 

The performance indicator should form a logical link between the
available evidence (what is measurable) and the outcomes of the
initiative (what do we want to achieve). 

2. DOES IT RELATE TO NATIONAL OR INITIATIVE OUTCOMES? 

Distinguish between national and initiative level performance
indicators. It is not always possible to develop performance
indicators that are relevant at both national and initiative levels. 

Developing Performance Indicators 
at a local level 

INFORMATION



3. DOES IT MEASURE CHANGE WITHIN THE INITIATIVE TIMEFRAME? 

Performance indicators must be sufficiently sensitive to be able to
measure changes within the timeframe of the initiative.

4. IS IT ACHIEVABLE? 

While measures of longer-term outcomes may not necessarily be
achievable within the timeframe or sample size of an initiative, the
performance indicators must be achievable in order for it to be a
valuable evaluation tool.

5. IS IT MEASURABLE? 

Performance indicators must be measurable. It may be possible to
use existing measurement tools or, if these do not exist, the
evaluation team will need to develop tools to measure change in
a particular area of interest. 

6. IS IT AFFORDABLE? 

The cost of collecting the information for the performance 
indicator must be affordable, in terms of "return for effort" and in
cost-benefit terms. 

7. IS IT CLEAR & CONCISE? 

Performance indicators should be stated clearly and concisely and
make sense to evaluation clients, stakeholders, initiative team and
initiative clients.

8. DOES IT MEASURE WHAT WE WANT IT TO MEASURE?

A performance indicator should measure a specific aspect of
behaviour, attitude, condition or status that relates directly to the
objectives, outcomes and goals.

p.17

When you have completed
Step A you will have:

Developed a set of five or six critical questions 

Agreed critical questions with everyone involved with 
the evaluation 

Determined goals, outcomes, strategy, objectives,
performance indicators and performance measures 

Checked that critical questions reflect the priorities and
scope of the evaluation
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Once you have developed and
agreed on critical questions, the
next stage is to explore how to find
answers to these questions. This
process should examine whether it is
feasible to source information that
will provide the answers. This might
include considering whether the

information is accessible, how it
might be gathered, and the cost of
collecting the information in terms
of both time and financial expense. 

This process may already have been
undertaken as part of initial project
development. 

Determine what
information is required to
answer critical questions

Consider how this
information could be
collected

Look at the feasibility of
collecting information

Agree on an approach
that is achievable
considering resources,
time, demographics etc

Consider whether this
approach will provide
answers that are truthful
and trustworthy

Agree on what questions
can be answered and how
they can be answered

STEP E – EXAMINE
options & explore methods

Finding the answers to
critical questions

SUMMARY
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However, it is important to revisit
these initial proposals in relation to
the critical evaluation questions to
ensure that they will be effective in
gathering information to answer
these questions. 

At this stage, it is helpful to
distinguish between methodology
and methods. Methodology is the
discussion people have about
alternative approaches to answering
the critical questions. Methods focus
on what action will be taken to
achieve the agreed methodology. 

For example, the agreed
methodology might be to survey
those running a project, those who
benefited from the project and the
local community. The method
discussion would then focus on what
survey instruments are appropriate
to use with the agreed respondents,
who would carry out the survey and
how it will be carried out (phone,
face-to-face, mail etc).

If your evaluation is to withstand
critical discussion – from the client,
key stakeholders or the professional
community – your methodology and
methods must be credible. You may
need to consult people with
expertise and experience in
evaluation for guidance on methods
and methodology. This could be an
independent evaluator or a trained
evaluator within the project team or
reference group.

For example, when planning an
initiative, your methodology may
focus on gaining community, client
and stakeholder input to clarify the
need, structure and desired
outcomes of an initiative. The
method to achieve this might be to
hold discussions with community
groups, those people whom the
initiative is designed to benefit,
health care professionals or mental
health or government organisations.
You might need to meet with
possible funding agencies and

professionals who would work in the
initiative or support it. You could
hold focus groups to identify
underpinning values and principles
and develop a consensus on needs,
processes and outcomes, or access
existing databases or records for
evidence to support the need for 
the initiative. 

You will also need to agree on what
methodology and methods will be
used to gather information during
the implementation phase, based on
agreed performance indicators and
performance measures relating to
outcomes and objectives. 

What methodology and
methods are right for
your evaluation?
Considering and discussing the
following questions may help you 
to determine what methodology 
and methods are right for your
evaluation.

What information needs to
be gathered, from where and 
from whom? 

> What are the performance
indicators that were decided 
at the start of the project or
developed from the critical
questions? 

> What are the agreed
performance measures? e.g.
quantitative measures (such as
the number of telephone calls
to a helpline) or qualitative
measures (such as feedback
from callers on the quality of
help received).

> What information needs to 
be gathered to inform the
performance indicators and
performance measures?

> Who does this information
need to be gathered from and
who will it go to? 
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How will you gather information to
establish change over time from 
before, during and at the conclusion 
of the initiative? 

> Is there any information
available relating to the aspect
of change you wish to measure,
as identified by the
performance indicators? 

> What records are available? e.g.
program diary/log of activities
maintained by the coordinator
and immediate project workers?

> What are the constraints –
including resources, expertise,
facilities, databases, time, etc –
that will influence your
approach and choice of
methodology and methods?

> Are different processes of
information gathering required
for different kinds of
information and different
stakeholders?

What method is right for 
your evaluation?

> Will the proposed method
gather information that answers
your critical questions?

> Is it right for the program target
group or area of interest? Some
measurement tools are specific
to a particular developmental
or age level or cultural
characteristic of the target
group. Others focus on
different types of intervention
or factors that might impact on
the target group.

> Will it produce consistent
information?

> Does it measure the same thing
across different groups? 

> Will it provide the same result
for the same person measured
on two different occasions
(assuming there is no change in
the general state of the person

being measured). This is called
test-retest reliability.

> Does it produce the same result
when carried out or interpreted
by different people? This is
known as interrater reliability. 

> Does it appear to measure what
it is intended to measure? Does
it make sense to you and your
evaluation network? This is
called face validity. Face
validity is important both in
gaining co-operation in the
measurement process amongst
those participating and an
understanding of the process
amongst those carrying out 
the measurement.

> Does it adequately cover 
the population, situation 
or characteristics of your 
target group? 

> Are the content and format
appropriate for the age and
developmental level of the
person being assessed? Will the
measure be appropriate for
ongoing assessments? e.g. is
there a cut-off age?

> Is the measurement tool
suitable for use amongst the
project group? e.g. the general
public, large populations and
also the evaluation staff in
terms of time available,
experience etc.

> Does it allow for multiple
informants (if this is important
to your overall methodology)
e.g. self-reporting plus
independent observation of the
same subject.

> Is it achievable, affordable and
useful for your evaluation
group's skills, knowledge 
and budget?

> Does it require particular 
skills or training or is its use
limited to particular
professional groups?
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Achieving Quality
Evaluation through 
Trust and Truth

TECHNICAL OR SCIENTIFIC TERMS

ARE OFTEN USED TO DESCRIBE

EVALUATION PROCESSES AND

VALIDITY CRITERIA, SUCH AS FACE

VALIDITY, CONSISTENCY,
RELIABILITY AND RIGOR. WHAT

THIS REALLY COMES DOWN TO IS

SEEKING TO ACHIEVE ‘TRUST’ AND

‘TRUTH’ THROUGHOUT THE

EVALUATION PROCESS.

These two fundamental criteria raise
some key questions, for example:

TRUST / RELIABILITY:

> How do we know we can trust
the information the evaluation
produces? 

> How do we know we can 
trust the way the evaluation 
is carried out?

> How can we measure the
impact of the program in a
sensible and reliable way?

> How can we ensure a balanced
representation of views?

> How do the methods of
measurement reflect the size,
style and focus of the project?

> How fully does the evaluation
cover the scope of the project?

> How well does the evaluation
reflect cultural diversities
within the project? 

> How does qualitative data
sourced from observation,
discussion or interviews
contextualise and clarify the
meaning of quantitative data
gained from measures such as
surveys or tests?

TRUTH / VALIDITY:

> How true to the purpose
of the evaluation is
the information
we gather?

> To what
extent does it
provide a
correct
reflection of
the project?

> How well does
the information
answer the
questions posed by
the clients when
checked from different
perspectives?

> How fully does the information
reflect the views of the
stakeholders?

> How does it provide feedback
for those developing and
working within the project?

> How much sense does it 
make to those involved with
the project?

Checking for trust and truth is a
continuous process throughout the
evaluation. You can apply the tests
of ‘trust’ and ‘truth’ at every stage of
evaluation, from developing the
evaluation processes to final
reporting. It is not a one-off event,
but a reflective practice. Look back
to your critical questions and 
re-explore your options to find
processes that fit your agreed
criteria for trust and truth.

If you apply the criteria of trust and
truth throughout the five steps of
the AEIOU model, your process will
achieve the evaluation goals of your
clients and stakeholders and provide
a true and reliable reflection of 
your project.



INFORMATION

p.22

What does applying the
tests of trust and truth mean 
in your evaluation?

Agree on criteria for trust and truth
that are relevant for the evaluation
of your initiative. What quality and
scope of information will satisfy you
that the information you gather is
truthful and can be trusted?

If you are evaluating a large scale
project, you might decide to use a
standardised questionnaire and
trained external evaluators. Trust
and truth tests in this case might
mean ensuring that the measure-
ment tool you are using will provide
you with the information you need
to answer your critical questions. 

It might mean setting criteria for
how the questionnaire will be
distributed and under what
conditions it will be completed.
Criteria might include ensuring that
representatives of particular groups
complete the questionnaire. 

For a smaller project, checking for
trust and truth might be a matter of
ensuring adequate dialogue with
clients and key stakeholders. You
may decide that the evaluation
should focus on key areas, ask the
right questions and produce a clear
and honest report that covers agreed
areas of evaluation. A criteria for
trust and truth may be that those
involved consider discussions to be
open, equitable and balanced.

Measuring change
Measurement tools are sources of information on a particular aspect of behaviour, attitude,
condition or experience. They include questionnaires, checklists, interviews and direct observation.
They can be categorised into "quantitative" and "qualitative" measures. 

Quantitative measures tend to measure the frequency, intensity, duration or severity of an event.
They provide a form of information that can be compared across different studies, different
populations and over time. In particular, they may enable you to compare information gained
from your evaluation against existing information, such as a local, regional or national study 
or database.

Many quantitative measures, such as standardised questionnaires, are relatively brief, simple to
administer and easy to score, interpret and compare against baseline or earlier information from
the same subject or population. They do not require special skills or knowledge to score. Others
might require statistical expertise or a certain level of training for effective use and interpretation.
Some are restricted to use by particular professional groups.

Qualitative measures provide the context for quantitative measures, and will often provide the
benefit of highlighting issues or concerns that are not measured by a more specific quantitative
measure. Techniques to gain qualitative information might include focus groups, unstructured
interviews, open-ended questions and analysis of stories and scripts. These approaches are
explorative as well as consolidating. They give you the opportunity to identify new issues and
areas of information as well as to develop detail or add depth to an evaluation question. These
techniques can also help you to identify problem areas that can be addressed immediately by
your program facilitators. 

Both types of measure are equally valid for evaluation purposes. They are not competing
measurement methodologies and can be used very effectively together or separately.

INFORMATION



When you have completed
Step E you will have:
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Choosing a Method
for Information
Gathering

Who will be responsible for collecting,
collating and interpreting information? 

Your team, client and stakeholder
groups need to agree who is
responsible for collecting, collating
and interpreting the evaluation
information and what the processes
for accountability will be during 
this process. 

You might consider:

> Should the evaluator have an
intimate knowledge of the
program or be independent of
the program? 

> Is it important for the person or
people responsible for the
evaluation to have specific
evaluation training, knowledge,
or ability to understand and
undertake specific evaluation
techniques? 

> How will confidentiality 
and/or anonymity be assured, 
if required?

> Are there cultural,
demographic or language issues
that should be considered in
the choice of evaluator for
particular groups?

> Time and resource issues.

How will the information be gathered
and organised?

Your method for gathering
information will depend on what
information is being gathered and
from whom. You might consider:

> How easily the information can
be accessed (spread of
population, ease of access to
the population, depth of
information required)

> Client friendliness (e.g. are
interviews preferable to written
surveys for the client group?)

> Language and literacy issues

> Social and cultural issues

What quality and scope of information
is acceptable?

Your project team, clients and
stakeholder groups will need to agree
a level of quality for gathering
information. You need to agree how
credible the data should be, by
setting criteria or standards, and
what scope of the project it should
cover. Sometimes a particular
approach may be too expensive or
time-consuming, so you will need to
agree on a balance between breadth
and depth and credibility. 

Discuss and agree on all aspects of
process and accountabilities to
ensure that everyone is working to
the same standards, timeframe 
and ethics.

Agreed on which critical questions it is feasible to
answer within your resources 

Agreed on what action will be taken to gain this
information

Agreed criteria for trust and truth

Checked the agreed approach against trust and 
truth criteria

Agreed on the scope, process and standards for the
evaluation

Considered whether the proposed evaluation will answer
the questions you want answered

Agreed that the evaluation is valuable and worth doing



You may start to gather information
at the planning stage of an initiative
and continue collecting information
throughout its lifespan. This may 
be a continuous process or take
place at agreed points throughout
the project.

Once gathered, your information
needs to be sorted and collated into
a form that relates directly to the
critical questions and the
performance indicators, ready for
interpretation by the team,
stakeholders and clients. 

Information may be sorted according
to a demographic, relationship or
other factor that relates to your
critical questions. 

When sorting and interpreting
information, it is important to:

Gather information 

Sort and collate
information in relation to
critical questions

Interpret information

Agree interpretations

STEP I – 
INITIATE 
actions & interpret 
answers

BE ORGANISED ... so findings
based on the information can be
discovered, recorded and agreed. In
particular, it is important to compare
information from different sources
on the same subject to gain a
rounded view of how processes have
worked from a variety of viewpoints.

GET TOGETHER … to talk about
the answers to the questions, what
they mean, and discuss how the
findings are interpreted from each
stakeholder perspective and field of
interest. You may find that the view
of the evaluation client may differ
from or be at odds with that of other
stakeholders. To ensure the
interpretation reflects this diversity
of viewpoints, it is vital that the
methodology used to interpret the
data is: fair, accountable,
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participative, respectful of diversity
and transparent.

FIND THE LOGIC … your
interpretation of the data should
reveal as much as possible of the
logic behind the observations and
findings (it should be obviously
trustworthy) and should reflect,
examine and assess each stakeholder
viewpoint (it should be true to the
original questions and to the
community interests). 

KEEP OPEN MINDS …
interpretation can be creative and
speculative as well as grounded in
the evidence. Should no single
explanation win support of key
stakeholders, you may need to keep
all the options in mind and consider
further study. 

CHECK FOR TRUST AND 
TRUTH … is the interpretation
clearly a true and balanced reflection
of the evidence? 

Has it been critically reviewed and
has it stood up to solid comment
from clients and representatives of
key stakeholders? 

Are any limitations of the study
made clear (e.g. if not all client
groups have been included in
information gathering)?

Have you examined how these
limitations have been handled, 
and what they mean to readers 
and users? 

Is it made clear if and why priority
has been given to a particular group
(e.g. if the project was designed
specifically to cater to the needs of
this group even if other groups 
have also gained some benefit 
from the project)? 

Is it a balanced and independent
view of the program? What were the
negative impacts of the program
(time, resources, lack of focus in
other areas) as well as the 
positives outcomes?

When you have completed
Step I you will have:

Collected, collated and interpreted information

Discussed and agreed interpretations with
representatives of key stakeholders

Checked that interpretations provide a balanced and
objective view of the initiative



Making recommendations is a social
process, involving the client, project
groups and stakeholders in reflection
and making judgements. The
following points may help you to
develop recommendations: 

THINK FORWARD … your 
findings and their interpretations
provide new learning about the
initiative.  They may form the basis
for changes in goals, strategy, process
and action. They may help you to
enhance outcomes and better 
allocate resources. 

LET THE EVIDENCE LEAD … 
base your recommendations on
interpretations. Work from strong
evidence to weaker evidence and
present the limitations as the
evidence gets weaker.

Reflect on progress
towards initiative and
evaluation objectives 
and outcomes

Consider implications of
unexpected results of
action strategies

Re-affirm or re-consider
future action strategies to
achieve goals

STEP O – 
OPTIONS
for change

Once you have interpreted the
information from stakeholders and
clients, you will be able to see how
far you have progressed towards your
evaluation and initiative objectives
and outcomes. You may have
unexpected outcomes, or achieved
some objectives. At this stage you
should re-affirm or re-consider
strategies for future action. You may
also need to set new objectives. 

You should propose a revised
strategy in the form of recommenda-
tions. Your recommendations may
confirm that the current strategy 
be continued to achieve agreed
outcomes, propose alternative ways
to progress towards the outcomes 
or describe different futures for 
the program. 

SUMMARY
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with the community? In what 
form will the findings and
recommendations be communicated
and to whom? What will be the
process for discussing and 
reflecting on this dialogue in 
the final recommendations?

LOOK AT THE BROADER 
PICTURE … do the findings have
implications for wider application?
How can they be communicated to
peer groups or national groups, or
made available as reference material
for other programs?

ASSURE QUALITY … what is the
quality standard for the recom-
mendations? Before accepting a
recommendation, your end users will
need to see the logic (truth),
evidence (trust), reference (best
practice), processes of change and
likely future outcomes for particular
client groups. They will also need to
see the cost and how it is ranked
according to an agreed dimension,
e.g. time.

REFLECT AGENDAS … financial,
political and social considerations
will always play a role in the drive
towards continuing or altering
actions. To provide a truthful
evaluation, you should include these
arguments in the evaluation report
along with the recommendation.

CONSIDER TIME … it may be
important to consider the timetables
or focus of funding bodies. There
may be opportunities for change to
be implemented ahead of the 
evidence. You can assign time
priorities to recommendations 
based on good evidence.

IDENTIFY PRIORITIES … you may
need to give priority to particular
client groups even though the
evidence for your recommendations
may vary in strength. Your evaluation
group should agree on which groups
receive priority.

SHOW THE CHANGE … your
recommendations can be set out in 
a number of different ways. One
pattern is to present the
recommendation in three parts: 

> a simple statement of how
things are;

> a statement about how things
are desired to be; and

> the recommendation about 
how to get there.

You may need to add a fourth part 
to a recommendation: what it will
cost (not only in dollar terms, but 
in terms of other resources, 
including people). 

CONSIDER THE IMPLICATIONS …
what are the implications of
recommendations in terms of
funding, staffing, training, 
community accountability,
and so on? 

PLAN COMMUNICATION … 
what should be the processes for
consultation and communication



1. Executive Summary and

Recommendations

• An overview of the initiative

• An overview of the evaluation process

• Evaluation recommendations

• Recommendations about the evaluation

design and methodology 

2. Introduction to the Evaluation

• Context of the initiative

• Aims and objectives of the initiative

• Aims of the evaluation

• Overview of the evaluation process

• Evaluation resources and evaluation

constraints

3. Literature Review

4. Evaluation Methodology and

Outcome Reports

This section describes and discusses each

evaluation activity carried out at various

stages of the initiative including: 

• Aims of the evaluation methodology

• How the methodology was implemented

and by whom

• What was learned (e.g. the initiative's

achievements, strengths, problems)

• How useful was the methodology in

terms of collecting information

• How useful was the information collected

by this methodology in informing the

evaluation discussion and

recommendations

• Discussion and recommendations

relating to the specific evaluation activity

5. Discussion 

This section includes more general

discussion on areas such as:

• The extent to which the initiative reached

its target group

• The extent to which target groups

participated in the initiative 

• The extent to which the initiative achieved

its objectives, outcomes and goals

• Qualitative feedback i.e. comments from

clients and stakeholders

• Unintended outcomes (positive 

and negative)

• Critical incidents/adverse events

• Constraining factors

• Lessons learned

6. Qualitative Feedback

Comments and feedback from clients and

stakeholders can be provided in a separate

section or can be included in other sections

of the report to illustrate points being made

and add human interest to the report.

7. Recommendations 

• For initiatives and evaluation

• Support for continuing the project or

aspects of the project (if appropriate)

8. Appendices

• Questionnaires/tools used for evaluation 

• Project team and evaluation committee

• Screening items 

• Special intake or referral tools used in

evaluation

• Technical details of methodology and

methods use in the evaluation

INFORMATION

Evaluation Report Content and Structure
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When you have completed
Step O you will have:

Developed recommendations for the initiative 
and evaluation

Checked recommendations for trust and truth

Prioritised recommendations 

Communicated recommendations

Writing your 
Evaluation Report
During Step A of the evaluation
process, you will have discussed and
agreed the evaluation reporting
procedure with your evaluation
client and stakeholders. It may be
that you agreed to report on a stage-
by-stage basis, or you may be
producing a final report at the end of
the evaluation process or the
conclusion of the initiative.

The format, content, level of detail
and length of your evaluation report
will depend on the audiences for the
report and your evaluation clients'
requirements. While an evaluation
report does not need to be long and
complicated, it should contain
enough information for the reader to
know what happened, when, where,
why and who was involved.

Many funding bodies produce
guidelines on evaluation
methodology and reporting for
funded projects.  If this is the case,
then you will need to prepare your
report according to these guidelines,
or discuss and agree any issues in
relation to these guidelines with 
your evaluation client. 

THIS IS AN EXAMPLE OF THE

RECOMMENDED CONTENT AND

STRUCTURE FOR AN EVALUATION

REPORT TAKEN FROM FINAL

REPORTING – A GUIDE FOR

PROJECT MANAGERS (AND

EVALUATORS) OF NATIONAL

YOUTH SUICIDE PREVENTION

STRATEGY PROJECTS. 
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Your recommendations are the
stepping stones into the next round
of development and evaluation. 

Recommendations may lead you to
revise or reconfirm goals, outcomes,
strategy, objectives, performance
indicators and performance
measures, based on what you have
learned from evaluation. You may
need to develop new critical
questions as a group with key
stakeholders and clients. 

The recommendations may be the
driving force for initiating a new

project or program. Alternatively
they may provide the basis to seek
additional funding to continue the
current activity. 

How do you
undertake change 
for good practice?

BE STRATEGIC … you need to
develop an appropriate strategy 
for change in consultation with
representatives of key stakeholder
groups and clients. 

Consider implications of
recommendations

Re-affirm or re-examine
initiative strategy and
evaluation strategy

Reflect on evaluation
process

Reflect on learning from
initiative and evaluation

Develop ongoing
strategy

change for 
good practice

Learning from evaluation

STEP U –
UNDERTAKE
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Congratu
lations
celebrating
achievement

BE LEARNERS … reflect on the
process, as well as the findings and
recommendations. There may be
consequences for staff training,
client education, reflective practice
and resource use. 

Skills and knowledge developed
during the evaluation process will
enable you to approach subsequent
rounds of evaluation with greater
confidence and insight.

BUILD CAPACITY … evaluating
programs builds an environment of
good practice. It enhances capacity
building by identifying further needs
for programs or action within the
community, developing networks
and encouraging joint problem
solving. It is also a team-building
activity, which may result in more
honest and open working
relationships within the community,
a better understanding of different
groups' interests and agendas, and a
greater recognition within the
community of the challenges and
achievements of the program.

ASSURE QUALITY … look at how
the processes of developing and
implementing the initiative and its
evaluation were effected and
consider what might be changed
in the future.

Consider:

> The strength of the 
evidence and how well the
information answered your
critical questions. 

> How effectively selected
methods provided information
that was relevant to
performance indicators and
performance measures. 

> The scope and depth of the
evaluation in relation to the
demand on resources. 

You have completed the first 
round of evaluation!

Organise a social celebration amongst those involved
with the evaluation

Recognise and acknowledge the time and resources
committed by all members of the evaluation group 

Try to keep in contact and maintain your relationships 

Encourage ongoing input to continue the learning
process throughout the course of the project and for
future evaluation activity

Think about the quality of your evaluation practice and
how you might improve it

Start all over again…
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