Getting the Best From Your CDAT Work

THE CDAT EVALUATION PROGRAM

Evaluation skills are not just valuable to your activities as a member of a Community Drug Action Team (CDAT). Evaluation
skills can be beneficial in your day to day life such as at work, in your studies and at home.

Many CDATs however have found evaluation a difficult area and have struggled to find evaluation methods that are
practical and that can be done easily with minimal cost.

This booklet and the associated training program have been developed for CDATs by Bradfield Nyland Group. It was
developed as part of the Community Drug Strategy. It aims to support and enhance the skills and capacity of CDATs
in the work that you do.

This program has been designed to assist members of CDATSs to:

= Uuse what you learn from your CDAT work to better develop your activities and plans, and to make them as effective
as possible in helping your communities

= monitor how your team is going and to make changes that will help the whole team to function well
= assess what impact your projects have, and collect information that shows the results you have achieved
= feed these results back into the wider community.

We have used practical examples from every day CDAT work and provided a range of tools that you can use for your
own CDAT activities.

In addition to this booklet, a Drug Action Toolkit has recently been developed to assist CDATs in the areas of Consultation,
Participation and Project Management. Contact your Project Manager or Project Officer for copies.

| trust that you find this resource useful and | wish your CDAT every success.

76944»\2 Kovw\

Yvonne Korn
Project Director
Community Drug Strategies




Getting the Best From Your CDAT Work

ACKNOWLEDGEMENTS

This booklet was developed by Bradfield Nyland Group for the NSW Premier’s Department.

Working Group Members
The Working Group provided oversight and guidance to the project:

Michael August, Project Manager, Community Drug Strategies

Anjali Boronowskis, Senior Project Manager, Drugs and Community Action Strategy (DCAS), Western NSW
Emily Dempster, Project Officer, DCAS, Coastal Sydney

Jenny Grant, Senior Project Manager, DCAS, North Coast

Liz Junck, Senior Project Manager, (State-wide Issues), DCAS

Annette Outtrim, Project Officer, DCAS, lllawarra/South East

Peita Shirvington, Project Manager, Community Drug Information Strategy (CDIS)

Readers
The following people provided valuable feedback on the first draft of the booklet and training program:

David Broadbent, Tweed CDAT

Mary Copland, Albury CDAT

Ellie Ellis, Auburn, Blacktown and Parramatta/Holroyd CDATSs
Peter Hall, Yass CDAT

Bill Palmer, Brewarrina CDAT

Project Team

Jane Bradfield
Julie Nyland
Judith Fletcher
Tacye Bowen
Helen Swan

Design and Layout
Miska Graphics

© NSW Premier’s Department
Sydney: NSW Premier’s Department, July 2004
ISBN number 0 7313 3289X




Getting the Best From Your CDAT Work

CONTENTS

Evaluation - a cycle of learning and doing

Using evaluation as a tool for informing CDAT work

Planning and conducting evaluations

o W N

Evaluating the CDAT plan

Evaluating the CDAT projects

Evaluating team processes

12

Tools and checklists

13

Glossary of terms

15

Further reading and other resources

16




Getting the Best From Your CDAT Work




Getting the Best From Your CDAT Work

EVALUATION - A CYCLE OF LEARNING AND DOING

Evaluation is about learning from what you do, and applying what you have learnt to your work or activities.

What have we learnt from our experiences so far?
What issues are we concerned about now?

How would we like things to be different?

What could we do that would make a difference?
How will we do this?

How will we know how well things have gone?

= What have we learnt?
= What should we continue to do?
= What should we do differently? PLAN

LEARN ACT

= Put the plan
into action

- CHECK

Are things going according to plan?

Are we doing things in the best possible way?
How successful are our activities?

What effect are our actions having?

Using evaluation to inform CDAT work is an ongoing process — a form of ‘action research’ that allows a CDAT to ‘test’
out activities, identify its strengths and to build on these. The following diagram shows an example of how this can be
applied to an activity:

A CD AT the concerns of local parents by holding
me community forums
to change the format and

presenters for the

remaining sessions
that parents feel they cannot

talk easily with their children
cH EcKs ' about drugs and alcohol
PLANS

LEARNS

/

PLANS

LEARNS

that many parents fin(\
to involve the Area Health Service

the speakers
diificult to understand CHEC Ks‘ ACTS /
in a joint project to run regular

whether the parents found the sessions . information sessions for parents
useful, by asking parents to fill out a short to 1un the sessions
survey form at the end of the session
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USING EVALUATION AS A TOOL FOR INFORMING CDAT WORK

= What is ‘evaluation?
‘Evaluation’ is the ‘checking’ and ‘learning’ part of taking effective action. It is a process of evidence gathering, analysis
and reflection that can tell you about the results of an activity or process, and inform the next stage of action.

There are many ways to conduct evaluations, and evaluations can be simple or complex, informal or formal, inexpensive
or expensive. It is important to make use of evaluation processes that suit the type of work your CDAT is doing, the
resources you have, and the size of your project.

Evaluation is a valuable tool for managing the outcomes of CDAT work and ensuring that the best results are achieved.

= What should CDATs evaluate?

> CcDAT plans can be evaluated in terms of the results they are likely to achieve.
This includes:

- how easy or possible the plan will be to put into action (how feasible the plan is)

- how likely the plan is to achieve the results you want

- whether the planned activities are the best way to achieve the results you want (how appropriate they are, how
economical they are)

> CDAT projects and activities can be evaluated in terms of the results they do achieve.
This includes:

- whether certain targets were met (such as time frames, budgets)
- what amount of activity occurred (such as numbers of people attending an event)
- the impact of the activities (such as the response of participants or changes at a community level)

> CDAT team processes can be evaluated in terms of the results that team members would like to
achieve: This includes:

- attracting the appropriate people
- having active and interested team members
- the team working well together and being productive

= How can CDATs make use of evaluation?
There are two different ways to apply an evaluation:

D> Asa measuring tool at the end of a process or activity:
This form of evaluation is ‘summative’, and can tell you about the results of a project or activity after the event has
been completed. This can provide information for:

- accountability and reporting purposes
- planning a similar project, or repeating the process

> As an ongoing part of the planning and implementation of a process or activity:

This form of evaluation is ‘formative’, and can tell you about results as an event proceeds. This can provide
information for:

- keeping plans and activities on track
- adjusting processes and activities to ensure results

The most effective evaluation processes will usually have a mix of both these applications.

Thinking about how you will evaluate your project at the time you are developing your plan can also help you clarify
the goals and objectives you want to achieve.
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make informed decisions about processes, projects

] ] manage activities and projects effectively
Using evaluation

effectively will learn from activities and processes, and

provide your CDAT continuously build on your CDAT experiences
with evidence and

information about inform your community about successful activities
its activities and and of community changes or improvements

projects to: provide evidence of the outcomes of your

work and credibility for your activities

fulfil accountability requirements to funding providers

PLANNING AND CONDUCTING EVALUATIONS

= What is involved in evaluating?
The following diagram shows the main steps that are involved in planning and conducting an evaluation:

STEP 1: What results do we want to achieve? Identify the results you are
Develop aiming to achieve for the planned activities or processes.
performance

measures

How will we know whether these results have been achieved?
Identify performance measures that will tell you about results.

STEP 2: What information do we need?
Plan data ldentify the information that needs to be collected, and
collection develop a data collection plan.

How will we collect the information?
Design data collection methods.

What can we afford to do?
Look at the budget and resources you have available for evaluation.

STEP 3:

Conduct the What does this information tell us?

evaluation Collect and analyse the data.

STEP 4.

Make use of How will this affect what we do in the future?
the evaluation Use the analysis to inform ongoing work.

findings

Each step is explained in detail in the following sections.
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Step 1: Developing performance measures
1,

Identifying results: Most of the results that a CDAT aims to achieve are identified in its planning documents, listed
under aims, objectives or outcomes. Some more general results, such as an activity being cost effective or well
received, may not be written in a plan, but are important to include.

Identifying performance measures: A performance measure is any piece of information that will tell you about
the results that have been achieved.

The following table provides a simple guide to performance measures by grouping them into four types, and measuring
results in terms of quantity or quality, and effort or effect;

QUANTITY QUALITY

EFFORT = What did we do? How well did we do it?
How many activities or how much How well did we deliver the activity or service?
service did we deliver? How well was it received by participants?
How many people participated? (these types of measures can be used for monitoring
(these are also known as ‘outputs’) an activity and keeping it on track)

EFFECT Is anyone better off? Is anyone better off?

How much change for the better
did we produce?

How many people were affected?
(these are also known as outcome measures)

What quality or extent of change for the
better did we produce?

What comparative changes occurred?
(these are also known as outcome measures)

(The Results and Performance Accountability Implementation Guide, The Fiscal Policy Studies Institute)
This is known as the ‘Friedman model’. For more information about this approach,
refer to the ‘Further Reading’ section at the end of this booklet.

Performance measures for CDAT activities should:

U
0

be kept simple: look for measures that will be meaningful and really inform the CDAT about its work.

be well matched to the results they are intended to measure: make sure that it is clear what each performance
measure actually tells you.

need only information that is easy to access or collect: avoid using measures that require information that will
be difficult, time consuming or expensive to collect.

EXAMPLE: Developing performance measures

A CDAT decides that one of its main aims will be to encourage young people to use local services to
assist with drug related issues.

Some performance measures they might consider are:

the number of young people who attend the various activities and events the CDAT holds (quantity
of effort: outputs)

the type of feedback about the events, and the extent to which participants found them valuable
(quality of effort)

any change in the number of young people self referring to services for help with drug related
issues (quantity of effect: outcomes)

the percentage of young people whose responses to questions about health services change after
attending the activities and events (quality of effect: outcomes).
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Step 2: Planning the data collection

To use the performance measures you have selected for your work, you will need to collect the data or information for
each performance measure. You will need to decide:

= what information you need to collect
= how you will collect this information (method)
= how easy it is to collect, and the resources needed to collect it

There are a number of ways to collect data, the most common being:

= looking at existing statistics or information held by relevant organisations

= asking participants to fill in short questionnaires at events they attend

= holding group discussions (‘focus groups’) or interviewing people in groups
= interviewing or surveying individuals

= asking people to talk about their experiences (‘unstructured interview’)

= observation (watching what people do or how they behave)

= informal discussion

In thinking about collecting information for an evaluation, think about:

= the easiest way to collect the type of information you need: should you count people as they arrive
for an event or have them fill in an attendance list?

= the most appropriate way to collect information: will the people you want to collect information
from be more comfortable talking, or filling out a survey, or do they have a usual way of
communicating (such as text messaging by phone, or over the internet)?

= any legal or ethical issues: how will privacy be protected? Does the evaluation involve young
people, and is a ‘Working with children check’" needed for the people conducting the evaluation?

1. Criminal and other background checks required in NSW for people being offered paid work with children

EXAMPLE: Planning the data collection

Performance Measure

How it will be Resources needed

collected

Information to be
collected

The number of young
people who attend the

Numbers at each event

Registrations on arrival

Counting registrations
and entering on

various activities and spreadsheet
events held
The type of feedback Participant response Feedback form at end | Count responses and

about the events, and
the extent to which
participants found them
valuable

after each event

of session

analyse

Any change in the
number of young people
self referring to services

Numbers self referring
at beginning of project,
and two months after
project

Service statistics

Negotiate with project
partners and other
services to collect

The percentage of young
people whose responses
to questions about using
services change after
attending the activities
and events

What participants think
before and after the
activity or event

Focus groups two
weeks before and two
weeks after event

Design and hold
focus groups

In reviewing this data collection plan, the CDAT might decide that focus groups may not attract young people to
participate, and that they need to consider alternative ways for young people to provide information.
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Once you have decided on the type of information you will collect, and how it will be collected, you should review your
plan for data collection and ensure that:

= priority is given to easily collected or already available data

= that this work has not already been done by somebody, and that there is no other group who is likely to collect this
information

= any performance measures for which it is too difficult to collect data are removed

= the data plan is ‘in scale’ with the activity or project that you are evaluating, and that the resources required to
evaluate the activity are in proportion to the activity

= you have the funds, time and expertise needed, and have allocated the amount of funds you need for evaluation in
your budgets (note: one way of resourcing an evaluation is to approach a local educational institution, such as a
TAFE or university, and negotiate the involvement of appropriate students).

Step 3: Conducting the evaluation

Once the plan for collecting data has been finalised, the data collection can proceed.
You need to consider:

= who will design forms, interview questions or surveys you need

= how the collected information will be processed — how will the information be grouped so that it can be easily
understood and analysed?

= who will analyse the information, and provide a report

Designing forms and surveys
When designing forms or surveys where large numbers of people are providing information,
or where you want information that is easily compared and analysed, keep possible answers
limited:
= use multiple choice questions, where people choose between a number of answers:
Which of the following are you most concerned about?

(1 Binge drinking by young people

L1 Drug overdoses amongst young people

L1 Use of ‘club drugs’ by young people

(1 General use of drugs and alcohol by young people
[ None of these

OR

= Use scales, where people select from a range:

How concerned are you about the use of alcohol by young people?

1 2 3 4 5
I I I I I

Extremely concerned Not concerned at all

When designing evaluation forms, interviews or other evaluation methods involving people, you should ensure
that the processes conform to research ethics. These require that:

= consent is freely given by those participating, and they have the right to withdraw from the process at any time —
people cannot be forced to provide information or take part in evaluation research. Some government agencies may
require consent forms where their clients are involved.
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= people’s privacy is protected, and they are informed about how the information will be reported and used if they
are providing any identifying information.

= participants agreeing to take part in a formal evaluation process, such as an interview or focus group, are
provided with contact information for the person conducting the process, and for a contact person for any
complaints about the process.

= any agency or community protocols are observed.

Designing feedback forms

Keep feedback forms simple, for example, ask:

= whether the activity met the expectations of participants
= whether the activity did what the CDAT expected

= Which things participants found most interesting or useful
= which things they found least interesting or useful

Did the ‘Getting help with drug problems’ info session give you the type of information you wanted?

1 2 3 4 5
I I I I I

Yes Mostly Partly Not really No

What were the three main things that you learnt from this session:

How useful was this session to you?

1 2 3 4 )
I I I I I

Very Not at all

Which parts of the session were most useful:

Which parts of the session were least useful:

Are there any other comments you'd like to make:

Step 4: Making use of the evaluation findings

Evaluation findings can then be applied to informing CDAT work by providing:

= simple reports that tell the team what results have been achieved, and provide the information for reporting
to funding providers and the community

= more comprehensive information that gives the team details about how they might improve the way they
run activities or projects

= broader information that the team might use to assess the impact of their work at a community level, and
to monitor improvements in outcomes for the community.
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EVALUATING THE CDAT PLAN

Reviewing the plan before it is finalised
Once a CDAT plan, or a specific project plan, is developed, it should be reviewed before being finalised, to ensure that:

= it has a sound basis for its content, such as community consultation or background research

= there is evidence that the proposed strategies work

= other groups are not already doing these projects

= it will operate in line with relevant government policies

= it can be easily implemented and is likely to produce the results required

= it has community support and acceptance

= existing resources, such as potential partner agencies and community skills, have been considered
= activities, tasks, responsibilities and time frames are clearly documented

= the resources (such as time, money and skills) needed are available

= there are processes for monitoring, adjusting and evaluating progress and outcomes

EXAMPLE

Sound basis for
its content

LOCAL CDAT PLAN —

Introduction to plan,
outlining research and
consultation used to
inform the plan

Processes for monitoring, adjusting
and evaluating progress and
outcomes are documented

Community support
and acceptance

.

Objective: To improve the access of young people to information about drugs

Likely to produce
the results required

Action/ Tasks Responsibility Time frame Status Resources Performance
Strategy measures
Develop a e Coordinate process | ® Council Youth Team Time in * 1500 cards printed
pocket size e Hold consultations | e Council Youth Team | ® February e Complete | co-ordination and circulated
information with young people and consultation: | e Take up rate by
card for young | e Design card o Graphic Arts Studio | ® End March | e Under way | 45 hours young people
people e Feedback from ® Council Youth Team |  End April Printing costs: © Response of young
young people $1100 people
e Print card ® Council Youth Team | e Early May
e Distribute e Council e Mid May

Activities, tasks, responsibilities
and time frames are
clearly documented

Can be easily
implemented

are available

Monitoring the implementation of the plan

Resources required

As the plan is put into action, it is important to use ongoing monitoring and evaluation to keep the plan on track, and

make changes or adjustments that might give you a better outcome. Monitor:

= the progress of each activity in terms of how, and when, tasks are being completed
= the impact of activities and responses of those involved

= issues or problems that occur in the running of projects or in team processes

= the expenditure of budgets

Evaluating the plan once it has been implemented

Once a plan has been fully implemented, it can then be evaluated for the results that have been achieved, such as:

= completion of projects and activities according to plans and time frames
= completion of projects and activities within budgets

= issues that arose during implementation

= the overall impact of the activities conducted

= any unexpected outcomes or unintended results
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EVALUATING CDAT PROJECTS

Designing project evaluations

The evaluation of a project should be designed and planned at the same time as the project is being developed. As
part of each project plan, your team should decide and document:

1. The outcomes or results that you hope to achieve through your work
2. How the team will know what results have been achieved (performance measures)
3. How this information will be collected and analysed (data collection methods)

The following chart provides a guide to common results, performance measures and data collection methods:

RESULTS

PERFORMANCE MEASURES

DATA COLLECTION

Activities keep to time frames
and budgets

= Completion times
= Income and expenses

= Information reported by those
conducting activities

Activities attract participants

= Numbers and type of participants

= Attendance records

Activities are cost effective

= Compare costs with outcomes

= Time and money spent
= Cost/benefit analysis

Process of developing and
conducting the activity is
productive and effective

= Range of people actively involved

= Type and level of communication
between people

= Satisfaction with processes

= Observation of participation
= Feedback collected from CDAT
members and others involved

Effective partnerships are
developed and maintained

= Level of active participation
= Satisfaction with processes

= Observation of participation
=« Reflection and discussion by partners

Risks are effectively managed

= Risks identified in advance

= Incidents handled according to agreed
procedure (where relevant)

= Impact of any incident minimised

= Information reported by those
conducting activities

= Community feedback via complaints,
public comment and correspondence

Participants find activities
interesting and valuable

= Level of positive feedback from
participants

« Evaluation forms

= Talking to participants

= Talking to third parties who have contact
with participants

Stakeholders view activities as
valuable

= Level of positive feedback from
agencies and community members

Survey or interview

= Public forums or meetings
Community feedback, public comment
and correspondence

Activities make a difference

Changes in:

= Awareness and understanding
= Attitudes and behaviours

= Individual skills and capacity

= Service capacity and responses
= Amenities and facilities

= Existing statistical information and
records

= Specific research projects

= Evaluation forms at activities

= Follow up surveys, interviews or
discussion groups

= Community feedback, public comment
and correspondence

Unintended results

As well as the results your CDAT may plan on achieving, there may be outcomes from activities or projects that you
had not planned on. When planning your evaluation of a project, you should also check that you have ways of finding
out about these unintended results. Consider:

= how might your activity or project affect other activities, projects or organisations?
= are there people who might be indirectly affected by your activity?
= might your activity strengthen or weaken community or organisational relationships?
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EXAMPLE: Costs and benefits

CDAT projects and activities need to be worth the time, energy and resources you put into them.
‘Cost/benefit’ analysis compares the overall cost of implementing a project or activity with what was
gained from the activity.

Usually, this involves comparing in financial terms:

For example, a CDAT runs a family alcohol awareness day, and estimates the total costs at $1,500.

Health workers indicate that if only five adults lower the amount of alcohol they consume, at least
this amount would be saved by the health system.

However, without specific research, it is not usually easy to put a monetary value on the benefits of
CDAT activities.

But you can still ask:

= Was the activity worth doing?

= What did it cost us in time, energy and money?

= What did we gain in terms of changes for our community, building good relationships, increasing
awareness and discussion of issues, improving services or helping individuals?

There are no ‘right’ or 'wrong’ answers to these questions — CDAT members need to make their own
judgements on the worth and value of an activity.

Communicating the results

Once data has been collected, it needs to be analysed and reported. The purpose of this is to tell people about the
results of the project or activity. Depending on the audience, the format and style may differ:

The following shows a series of examples for a CDAT that has held a family activity day, with the main objective
of increasing the awareness of local families of issues related to alcohol consumption by parents.

for the CDAT members:

Information should be reported against the original plan

RESULTS/OBJECTIVES PERFORMANCE EVALUATION FINDINGS
(FAMILY DAY 0UT) MEASURES
Local families become more | . The number of people = 45 families (65 adults and 90 children)
aware of alcohol related issues | attending attended
= The extent to which « Feedback 91% positive
participants enjoy the day | = Of 45 adults interviewed at the beginning
- Changes in attitudes or and end of the day, 40 (89%) said they
understanding of learnt things they had not known, and/or
participants would change their drinking patterns

for the community and other stakeholders
Information should be made as
interesting as possible, and include

descriptions as well as facts Family Day Out a Huge Success

and figures: The Brave Heights Communit

Out’ was a wonderful success.
and children, and the respons
parents commented that they
might affect their children. Se
to either stop,
their thanks t

y Drug Action Team event ‘Family Day
The day was attended by over 150 parents
¢ was overwhelmingly positive. Many
hadlnot realised the way that their drinking
veral parents said that they had i

or cut right back on their drinking. Many }f/amiligg‘évx([i)iz:si:g
o the local CDAT for organising the day.
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You should also consider putting information about your activities on the Drug Action website as a case study
for other CDATSs to read about (talk to your Project Manager/Project Officer for information about how to go
about this).

for the NSW Premier’s Department and other funding providers:

The Premier’s Department provides a format for evaluation information, requiring a Project report covering:

1. Brief description of activities conducted (relates to Project Plan section of original project
submission):
Eg: Brave Heights conducted a ‘Family Day Out’: an activity and information day focussing on
increasing the understanding of parents of the effect of alcohol consumption on their own
behaviour, and the impact of this on their children now and in the future.

2. Key organisations and people who were involved and/or contributed (Cooperation and Partnerships
section of original project submission)
Jointly managed by the Brave Heights Council, the Brave Heights Family Support Service, with
materials and catering supplied by Brave Heights Rotary Club.

3. Key outputs and outcomes (Project Plan Outputs and Outcomes section of original project
submission)

u 45 families (65 adults and 90 children) attended

u Feedback was 91% positive (of 40 families providing general feedback)

= Of 45 adults interviewed at the beginning and end of the day, 40 (89%) said they learnt things
they had not known before

u A total of 15 adults (33% of those interviewed) said they would change their drinking patterns

4. Learning from the project (challenges faced, what might be done differently, advice for other
CDATs)

= Unexpected rain caused a last minute change of venue — would have back up venue next time

= Needed to have more supervised activities for the 0-5 year group, to allow their parents to
concentrate on information

5. Any unexpected outcomes
Several parents asked about joining the CDAT
A number of people indicated that they would now change drinking patterns

6. Other project reports, media clippings, etc.
See attached article from Brave Heights Express

This information can also be used for other funding providers, unless specific formats or information are
required by those agencies.

For more information about letting your community know about CDAT activities, and using the media, see resources such as the ‘Working
with the media’ kit developed for CDATs (www.communitybuilders.nsw.gov.au/drugs_action/).
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EVALUATING TEAM PROCESSES

The CDAT itself is a crucial element of successful CDAT work. If the team is not functioning as well as it might,
then CDAT work is likely to suffer as a result.

By monitoring and evaluating team processes, your CDAT can ensure that it operates at its peak performance.
This will benefit not only the work of the CDAT, but CDAT members as well.

Ideally, participation in a CDAT should be an interesting and rewarding experience for members. Frustrations and
difficulties need to be addressed so that members can contribute positively and be supported in their efforts in return.

There are some common results that any working group would want to achieve, and these include:

= Deing able to attract the appropriate membership, ensuring that the CDAT has the right mix of skills,
experience, knowledge and connections to the community

= the team having a shared set of values and a shared vision, and a clear direction and purpose
= members being interested, active and committed

= focussed and productive meetings, led by a capable chairperson

= group harmony, with mutual trust and respect between members

= good communication between team members

= equitable participation in both planning and action by team members

= the capacity to take action and implement decisions

= good communication between the group and other stakeholders

= support from local community, government and business sectors

= Dbeing able to successfully attract resources

There are also common performance measures that can be used to assess how well the team is functioning in terms
of these results, and these are shown in the checklist provided in the ‘Tools and checklists” section of this booklet.

A starting point for evaluating team processes is to consider:

= Wwhat aspects of your team processes you want to evaluate
= how your CDAT could best do this
= how often you might want to evaluate your team

A simple way of evaluating the CDAT’s team processes is to do the following:

1. Review the composition and attendance patterns

2. Hold a discussion between members about aspects of the team’s activities and dynamics, using the checklist
for team processes as a guide (see ‘Tools and checklists’ section of this booklet).

It is also useful to conduct a more formal evaluation process through surveying or interviewing team members,
including existing or past team members.
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TOOLS AND CHECKLISTS

These resources will be available at www.communitybuilders.nsw.gov.au/drugs_action/

Evaluating a CDAT plan

The following checklist can be used to review your plan before finalising it:

CDAT PLAN IS: EVIDENCE/PERFORMANCE MEASURE H
Informed Relevant research was conducted:
= Research on what works was reviewed ]
= Existing data was reviewed ]
=« Specific research was conducted L]
= Community members were consulted ]
= Expert input or advice was used ]
Appropriate = There are clear relationships between the issues and the planned actions ]
= The types of activities are suited to the people that will be involved ]
Supported = Community consultation and feedback have been positive L]
= Relevant agencies have supported the plan ]
Documented = The plan is clearly laid out, and shows tasks, responsibilities and time frames []
Feasible = Arisk analysis has been done ]
= Tasks, responsibilities and time frames are realistic L]
Resourced Resources needed (time, money, skills) are available ]
Monitored = [tis possible to monitor progress ]
= Evaluation processes have been planned ]

Planning an evaluation

The following format can be used to guide you in planning an evaluation for projects, activities, and the overall results
of your CDAT plan;

Results to be Performance Information to be How it will be Resources needed
evaluated measure collected collected to conduct the
(what are you trying (what will tell you (what information do evaluation

to achieve) about the results you  you need to collect)

have achieved)
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Evaluating team work
The following checklist can be used to review your team processes:

TEAM PROCESS PERFORMANCE MEASURES

RESULTS

Attract the = Range of skills and experience represented
appropriate = Range of interests represented
membership = Community connections

= Interest and willingness to join team
= Diversity of people

Shared set of values,
shared vision, and a
clear direction and
purpose

= Group values and vision identified and agreed
= Agreed and documented purpose
= Team works to its Terms of reference/Charter

Active, interested and
committed team
members

= Attendance at meetings
= Participation in meetings and other activities
= Team member’s sense of purpose and level of satisfaction

Focussed and
productive meetings

= FEffective chairing of meeting

= Meeting agenda reflects priorities

= Meetings run to time and agenda

= Team members positive about meeting processes and outcomes

Group harmony

= Team members respect and value one another
= Jeam reaches consensus
= Conflicts are resolved easily

Good communication
between team
members

= Team members know what is happening
= Team members understand the business being discussed
= Diverse opinions are respected and valued

Equitable participation
by team members

= All members participate in discussions and decisions
= All members participate in activities and take on tasks

Team takes action

and implements
decisions

= Decisions made and action taken are documented
= Agreed action happens within agreed time frame

Good communication
with stakeholders

= Stakeholders are identified by the team
= Stakeholders are kept informed about relevant CDAT work

Local support

= Local community, government and business sectors support CDAT
activities and initiatives

= Positive media profile

Attract resources

In-kind and other resources provided to the CDAT
= Funding submissions successful
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GLOSSARY OF TERMS

Action research:
research that is intended to lead to changes in action as a result of the findings of the research.

Close ended questions:
using multiple choice questions, or scales for people’s responses in surveys or evaluation forms.

Cost benefit analysis:
comparing the costs of an activity (including time and labour) against the benefits and results.

Data:
information in the form of facts and figures, generally for the purpose of research activities such as evaluations.

Data collection plan:
identifying the information that needs to be collected, and the method for collecting it.

Evaluation:
a process of evidence gathering, analysis and reflection that provides information about the results of an activity
Or process.

Focus group:
a group interview using structured discussion questions with a representative group of participants.

Formative evaluation:
using evaluation as an ongoing part of the planning and implementation of a process or activity.

Inputs:
the measurable resources (time, money, materials) that are used in the production of an activity or project.

Outputs:
the number or quantity of work produced.

Outcomes:
the impact or effect of activities.

Performance measures:
information that provides evidence of the results that have been achieved.

Planning cycle:
identifying what needs to happen, taking action and then evaluating the impact of that action prior to continuing
or changing the course of action.

Qualitative data:
information which is descriptive — that is, is in words rather than numbers.

Quantitative data:
information that can be counted — that is, is in numbers rather than words.

Results:
what is produced or achieved by an action or activity.

Results and Performance Accountability (The ‘Friedman model’):
provides a simple guide to performance measures by grouping them into four types, and measuring results in terms
of quantity or quality, and effort or effect.

‘Pre’ and ‘post’:
refers to the collection of data before (‘pre’) and after (‘post’) an activity from the same group of participants
or source.

Summative evaluation:
Using evaluation as a measuring tool at the end of a process or activity.




Getting the Best From Your CDAT Work

FURTHER READING AND OTHER RESOURCES

The following is a short selection of web based resources that provide additional material and tools on evaluation
related issues.

= Drugs and Community Action resources: Case studies, toolkits and other resources for CDATS:
www.communitybuilders.nsw.gov.au/drugs_action/

= Results based planning and accountability

This model of ‘results’ based planning, performance monitoring and accountability was developed by Mark
Friedman (Fiscal Policy Studies Institute in New Mexico, US). The site contains a number of interesting papers,
in addition to the guide to implementing the process.

Results and Performance Accountability: The Fiscal Policy Studies Institute:
Main site: www.resultsaccountability.com
Implementation guide: www.raguide.org

= The Success Measures Guidebook

The Success Measures Guidebook was created by the Development Leadership Network in Boston (USA) to
assist community based organisations develop effective evaluation systems. It includes practical information
on outcomes indicators and how to collect, analyse, disseminate and report on data.

The Development Leadership Network:
www.developmentleadership.net/smp/manual/03.htm

= A brief guide to evaluation for NSW drug summit programs (March 2001)
This document is a guide to conducting an evaluation within the context of the Drug Summit initiatives.

Via Cabinet Office site: www.cabinet.nsw.gov.au/publications.html

= Theory of change
A tool for designing and evaluating social change initiatives, developed by the Aspen Roundtable and ActKnowledge:
www.theoryofchange.org/

= Action Research

Usually a participatory form of community based research that leads to changes in the activities or projects
being evaluated. The action research ‘cycle’ has many variations, and this site provides access to a wide range
of theory and practical application of action research.

The Action Research Resources site:
www.scu.edu.au/schools/gcm/ar/arhome.html

= Asset Based Community Development (ABCD)

Policies and programs that focus on the strengths rather than social problems or deficits in a community. An
asset based approach develops community and individual assets to break the poverty cycle and equip communities
to be more capable and self reliant.

The Asset Based Community Development Institute:
www.northwestern.edu/ipr/abcd/abcdtopics.html

There are many other resources and guides to planning, evaluation, community development and social research.
For help locating resources, or with conducting evaluations of your CDAT work, contact your Project Manager
or Project Officer.




