Welcome to today’s Coffee Break presented by the Evaluation and Program Effectiveness
Team in the Division for Heart Disease and Stroke Prevention at the Centers for Disease
Control and Prevention.

*Note: Screen magnification settings may affect document appearance. �
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The information presented here is for training purposes and reflects the views of the
presenter. It doesn’t necessarily represent the official position of the Centers for Disease
Control and Prevention.
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During today’s coffee break we will briefly review the content of the newly released
evaluation guidance document, “Developing an Effective Evaluation Plan: Setting the course
for effective program evaluation.” I encourage you to look this document up at the Office
on Smoking and Health website for more information. We will provide the link for this at
the end of the presentation.
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What is an evaluation plan? And I’m going to stop for a moment and ask you to really
take a look at the definition and let that sink in. Throughout our presentation today I’m
going to encourage each of you to add or take away from this definition based on your
own experiences. And maybe you want to write those down on a sheet of paper, or
maybe just think about them and give you something to reflect on during our Coffee
Break.
A written evaluation plan facilitates the process of keeping diverse stakeholders on the
same page with regards to the actual implementation of the evaluation. It’s going to
answer which evaluation questions are actually going to be answered by your
evaluation, when they will be answered, how, and why. You might think that this is very
straightforward and there is no need for a written plan. But you probably thought that
about your program before you began to work on your logic model.
Just as the logic model helped to uncover hidden agendas and to facilitate a common
understanding of your program and its direction, the evaluation plan, with your logic
model, is going to facilitate common understanding of the exact nature and path an
evaluation will take.
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What is in an evaluation plan?
Really, your evaluation plan should include everything for a specific project or program you’re
working on, from your stakeholders to your dissemination methods. And ideally it will cover multiple
years for continuity. You do not need to evaluate everything your program is doing. But it’s good
evaluation practice to include everything your program does in your evaluation plan if you’re up to
that point of your program or project.
It’s more than just adding evaluation questions to your program work plan. This method usually
results in questions that relate specifically to each individual activity, and not to your overall program
or goals. Here, when you take this method, you miss the forest by looking at the individual leaves. By
necessity, your evaluation will have to focus by stage of development, priorities, and feasibility. It is
best that those decisions are captured in a written plan. In efforts to be transparent and increase
credibility of methods and results, a written plan is open to stakeholder comments and feedback. And
we’re going to talk about stakeholders quite a bit today.
Why do you need or want an evaluation plan? Well, for example, if you have staff turnover, maybe an
evaluator leaves, this is going to be a great document for them to review so that they can just step in
and move forward with the evaluation. Additionally, if you have management turnover, it’s great for
management to read to introduce them to where the evaluation team has been, where they’re going,
and what the stakeholders’ needs and interests are.
Additionally, it’s an advocacy tool for resources for evaluations. Maybe you can show that in your
evaluations, these are what the needs are, priorities, and establish stakeholder and decision maker
information needs, and this may result in more resources. And overall, as we all know, it’s just good
practice to plan ahead and walk through the route you want to take.
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Now that we’ve sold you in a minute and a half on why you need an evaluation plan, we’re
going to walk through a suggested way of forming your evaluation plan. And this is just one
way to do so, and we recommend you follow the CDC’s framework for evaluation, which is
really a framework to guide an effective evaluation of public health programs, and using
findings to improve programs. Further, similar to the framework, the development of an
evaluation plan is an ongoing cycle. In each step of the framework, there are important
components that are useful in the creation of an evaluation plan.
The workbook follows the CDC’s framework for developing an evaluation plan. And,
additionally, OSH has a guidance document called “Introduction to Program Evaluation for
Comprehensive Tobacco Control Programs”** which is the CDC framework using a tobacco
case study example.
**Available at
http://www.cdc.gov/tobacco/tobacco_control_programs/surveillance_evaluation/evaluatio
n_manual/index.htm
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The first step is to engage your stakeholders. And this is really important because
stakeholders are the people you want to share your evaluation findings with; you need to
know from the beginning what they need to and want to know.
As this Dilbert cartoon highlights, working with stakeholders may add some additional
challenges to creating your evaluation plan, but including stakeholders in the
development of your plan is worth the challenge because, as I said, you’re building a
market for the evaluation and the final evaluation report. It might even equal more
resources for the evaluation if your stakeholders want something and realize you don’t
have the resources to gain that information.
Please remember that your evaluation is for your stakeholders, and not just CDC or
whoever is funding you. Your stakeholder work group should include 8 to 10 people, and
when writing this up in your evaluation plan, there are pros and cons to including the
names of these people in the document. And you should weigh those with each program,
making their own decision.
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The next step is to briefly describe your program. And you may be saying, “Why do we need
to do this in our evaluation plan? We’ve already done it in our program plan and in our logic
model.” I would say that’s good because then you have something you can copy from and
this shouldn’t be too difficult of a step. And really what we’re recommending is that you
don’t repeat everything, just a couple of paragraphs to ensure everyone is on the same
page so that you set the stage and the context for your evaluation, and you’re sure the
evaluation questions aren’t coming out of left field. You’re facilitating the actual
identification of the questions because they’re coming from your program. You’re
promoting a shared understanding of the program, and also you’re preparing for your final
evaluation report.
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Step number three is to focus the design of your evaluation. And evaluations are not just
about what CDC wants or about researchers’ pet projects, but what is useful and will be
used by the program. Stakeholders, including funders and decision makers, will be
involved in this decision-making process. It’s necessary to solicit evaluation questions from
all sources. What information do these groups want? What do they need to stay engaged
and at the table to participate in your program and your evaluation? By doing this, you’re
going to cover some hidden agendas, so keep those in mind.
You’re not going to be able to evaluate everything all the time, unfortunately. Choices are
going to have to be made on which questions are most important based on the stage of
development of your program, priorities, and feasibility. Additionally, you should be
determining the use and users of your evaluation up front. It’s very important with your
evaluation planning process in your evaluation plan to be very transparent. For example, if
the evaluation might be used to defund a program, this should be clearly understood by
everyone participating in the evaluation. Additionally, who will have access to the results,
when, and how needs to be transparent. And I just want to focus on the word
“transparency” for a minute. This is important throughout the evaluation plan process in
writing the plan, but especially in step number three.
Overall in this step you’re going to identify your evaluation questions and link them to the
program logic model; facilitate transparency for the prioritization process, including what
is the evaluation purpose to the use and users; and promote an understanding of what the
evaluation will and will not deliver. This is an important one. You want to make sure all the
stakeholders understand what the evaluation will produce and what it will not so there are
no expectations that aren’t met. Also, it’s going to facilitate budget and resource
discussions, also important.
On the slide is an example table from the workbook to help you focus your evaluation
design. You need to include information about this in your plan because people may
question it later on and you want that written documentation to show you, and so that
stakeholders are clear on what the plan can and cannot deliver.
And now I’m going to have Rene walk us through the second half.
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When we get to step four, at this point a lot of folks think that, okay, that’s all I need
in my evaluation plan, steps one through three, because I described my program and
I’ve identified my questions, so that’s really all you need. And a plan is to tell me
where I’m going to go, and then I’m finished.
But that’s really not where you should stop. You should continue on through all six
steps, because missing steps here could mean significant delays, which can reduce
your credibility. Or it can mean that you don’t have the budget to cover completion of
your project, which can impact future projects as stakeholders have less say that
evaluation will produce useful products. Because they may be thinking, “Hey, we did
that 40-page survey for you, and we didn’t get much return on investment there.”
This is not really where you should stop. You should continue on.
Including information about step four in your evaluation plan helps increase
transparency and stakeholder buy-in. Will the stakeholders accept your data sources
and your methods? This is where you discuss that with your evaluation questions
from step three, what are your data sources and your methods? Work that up to
them and what decisions are made—that goes into your evaluation plan.
Resource development, and advocacy for those resources based on your methods
and your data sources. Planning what you will do in ensuring that you have these
resources, including a timeline, including enough time to do what you have planned,
documentation of those decisions, and again, repeating what Kim said, facilitating
transition if there is staff turnover.
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Here we have just a couple of examples of some helpful methods, grids, that can be used in
your evaluation plan to get a quick snapshot overview of linking your evaluation questions
with indicators, methods, data sources, frequency, and my favorite column, the
responsibility: Who is going to be responsible for this piece of the evaluation? A little
reminder for each of those players in the evaluation implementation.
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Step five: planning for conclusions, again, another step. People think, “Well, that’s
conclusions, I don’t have to worry about that until I start analyzing my data, so why would
I have that in the plan?” But here your focus is on what you will do so you can plan for the
time it takes to analyze your data: How do you set up those databases? How much time do
you need for review and interpretation? My stakeholders—if you’re going to allow for
stakeholder interpretation meetings or workgroup interpretations, this leads to
transparency, as well as helps a great plan.
If you’re going to allow for the review and the interpretation by your workgroup or other
stakeholders, you have to allow for time for that in your timeline. And if there are going to
be specific opportunities lost if deadlines are missed, say a legislative session or an
important decision, there are deadlines for that and they need the information, you have
to build that into your timeline, because adding these interpretation meetings into your
review sometimes can add a number of weeks or more. This may take extra time but,
again, it can be well worth the effort, and it needs to be planned for.
Once you have determined those evaluation questions, selected indicators, determined
your source of data, collected your data, you can proceed to plan for analyzing the data
and planning for conclusions.
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And then planning for dissemination: It is vital that you plan for dissemination of your evaluation
findings from the very beginning. A dissemination plan—just that we will post it on our website
and they will come is not really sufficient enough, or even a final evaluation plan is not sufficient
enough. You want people to be engaged in your data and use your information; there may be
multiple modes of dissemination to multiple audiences. Do you have the skills to address those
different audiences? It takes different skill sets to address different audiences.
And you may want to have dissemination methods throughout the evaluation process, early on,
upstream, maybe some early lessons learned, some success stories, maybe some executive
summaries that go throughout the process, little paragraph spotlights, things like that. You want
to have this plan in your evaluation plan, your dissemination plan in your evaluation plan. And
we do have some charts and examples in our workbook that could help you walk through
developing a dissemination plan. And we used our help communications group to help develop
that, so that we know there is some expert advice in there from those that have that real
expertise in communicating with different audiences.
And at this point, I want to point out that your division, the Division of Heart Disease and Stroke
Prevention Evaluation Team, is currently developing an evaluation guide on the evaluation
reporting to ensure use. They will be having that resource tool for you soon.
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Some additional resources that we have in the Office of Smoking and Health, in the
evaluation planning workbook that’s available now for a free download at this website:
In the back, in the appendix, there is a short evaluation sketch pad tool, which focuses
on useful and working with your stakeholder work group. And a half-day or full-day-like
retreat-type session or something, where you can basically outline the skeleton of your
evaluation plan with your stakeholders’ input. We do have in clearance now the soonto-be-released, we hope by the fall of this year, how to write a final evaluation report.
And we also have the telling your interim stories, like through success stories and stuff,
and the impact and value in telling your present success stories workbook are available
at this website. And, again, that’s a free download.
www.cdc.gov/tobacco/tobacco_control_programs/surveillance_evaluation
http://www.cdc.gov/oralhealth/publications/library
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Question #1: What are the biggest issues, concerns, or roadblocks when writing an evaluation plan?
Probably the biggest issue and concern is that folks don’t have enough time to write it, to actually fully work through it
with their stakeholders because they find that they needed an evaluation and they want an evaluation plan this
afternoon. Working through that process, that's why the sketch pad tool is probably really helpful to at least get a
skeleton model, a skeleton plan worked out. Maybe you can do that in half a day, or even in a couple of hours with your
stakeholders, even if it's through a webinar like this that you might could at least get a skeleton plan worked out with
your stakeholders as you go flesh out the details with it. But at least get something from step one through step six
worked out so that the documentation and the decisions are made. I just can't encourage you enough to just start that
planning process before you just jump in because otherwise resources aren’t there, skill sets aren’t there.
There is argument and disagreement over the questions, and especially over what can, what will the evaluation deliver
and what it won't deliver. There is usually at the end thinking, oh, I thought it was going to do this, the evaluation must
not be very useful when that wasn’t what the evaluation was going to deliver at all, so it's miscommunication.
Question #2: Do you recommend actually naming stakeholders in the evaluation plan?
I think that decision needs to be made on a case by case basis. Some reasons you may want to include the names of
stakeholders in your evaluation plan is really to ensure that you're prioritizing evaluation questions to those outside
people who are looking at the evaluation. This way if they see the stakeholders, they’ll think it's less biased. Maybe, too,
you’ve got people who are volunteers who are going to be part of that implementation, and as Rene said, just like the
responsibility column on your methods grid, this is another reminder to them that, hey, I'm supposed to complete this
part.
Also, a lot of your stakeholders are volunteers; that's going to give them some credit for their work if that's needed, and
it's also just going to increase transparency and show that this evaluation had an outside group looking over it and making
sure that it was credible. But I think there are cons as well for each program, so they would need to weigh those.
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