
 
What does 
program 
impact  
mean to you? 
 

 

We’d like to know… 

Please write your ideas on a post-it note.   
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Welcome participants
Give each participant post it note(s)
Ask them to write what “program impact” means to them in a few words
Instruct them to post it on the wall




Planting the Seeds of Sustainability: 
How evaluation can help programs take root 

Julie Kon Kam King, Equitas 
Amy Cooper, Equitas 

Saul Carliner, Concordia University 
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Describe who we are and where we are from.

From Equitas – Int’l Centre for HRE in Montreal, we both work on developing and delivering human rights education programs for children and youth nationally

Saul – 1 line (from Concordia, dept, assisting Equitas in development of evaluation framework, and analysis of evaluation data)



What is impact? 

 
 
 
 

 
     
 
 
 
     

What is program impact? 

Presenter
Presentation Notes
Amy (3 min)

Add general ideas as they present them on flip charts 

Prompting (does program impact include)
  reaching a large # of participants and partners?
  program visibility and growing demand?
  intended (or unintended!) changes in a community    



About This Session 

During the workshop we will: 
• explore the idea of program impact 
•  “re-think” how evaluation can promote 

 program sustainability 
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Reinforce the two objectives of the session.



We’ll do this through: 
 

1.  A case study and debrief 
2.  Sharing insights from our recent 
     evaluation process and best practices 
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Explain that it will be an interactive, participatory session
With a case study in small groups
And a look at our most recent eval process of community-based program for children



 In your group please discuss: 
 
1) What kind of impact would you try to measure? 
2)  How would you do this? 

a) What kinds of questions would you ask? 
b) Who would you ask? 
c) What evaluation tools would you use? 

3)  How would you integrate what you learned?  
 

You will have 15 minutes. 

Field of Flowers Education Program 
A Case Study 

Presenter
Presentation Notes
Saul (18 min for activity, slides 6-7)

Instruct them to divide into 3-5 groups of x

Ask them to quickly read the case included in the handouts

Ask them to focus on answering 3 questions at the end of the case study within the context of evaluating the program



Your ideas on measuring impact 

Presenter
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Saul (aim to finish by 11:00)

Ideas written up on flip charts and we will recap



A foundation agreed to continue to support our program for one 
more term, but only if we promised to: 
 
1.  deepen the scope of our evaluation 
2. reflect on what evaluation results could tell us about critical 

success factors, program uptake, and scaling up 
3. make changes to program design and implementation to 

encourage transfer of ownership and long term sustainability 
in communities 

 

What was our evaluation challenge? 
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Note that this was a program which had been running for a number of years and was beyond the pilot

Our funder was interested in pushing us to think about what about the program works, why, and how we could strengthen sustainability and impact in the communities we work in



 
A human rights education program for 6-12 year olds 
that promotes non discrimination, respect for diversity,  
and peaceful conflict resolution in existing children’s 
programs (non-formal sector).  
 
Program Components 
• Educational Toolkit 
• Training for staff 
• On-going collaboration, follow-up  
        and evaluation 
• National events (Play it Fair! Day, 
 National Child Day) 
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What is Play it Fair!?
HRE program for 6-12
Promote HR values (equality, respect, inclusion) and build positive social skills (conflict resolution, cooperation, participation)
Train staff and organizations to integrate a participatory approach in their programming through games and discussion






Partners in 22 communities 
• Municipal agencies  
• CBOs (including immigrant serving orgs 
 Aboriginal orgs, recreation orgs, libraries) 
• Schools  
 
Previous funders include: 
• Vancouver Foundation 
• Winnipeg Foundation 
• Foundation of Greater Montreal 
• J. W. McConnell Foundation 
• Telus Community Boards 
• TD  
• City of Montreal 
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National program with wide diversity of partners from coast to coast (who offer after school, day camp, inter-generational programs as part of their own work)

Diversity in funders, with large support from community foundations in Vancouver, Winnipeg and Montreal who helped get the program started in each of these communities



Broadening our understanding of 
program impact 

Past PIF! evaluations focused on asking questions to 
count numbers of:  
• children participating in activities 
• partners nationally 
• staff trained in the PIF Toolkit and participatory 

approach 
• frequency of PIF Toolkit use by front-line workers 
• conflicts, behaviour issues with children, and 

increases in inclusion, teamwork and acceptance 
from Toolkit use 
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Explain the logic of these choices

How we were looking to prove the program worked and was used, but we may have been overlooking the why and where we were having impact beyond just use of the Toolkit and games.




In our most recent evaluation we also looked at: 

 
 

Individual changes Organizational 
changes  

Community-level 
changes 

•  perception of the role 
of front-line staff 
• shifts in the way front-
line staff work with 
children and each other 
 

• program administration 
• organizational buy-in  
(training, support 
structures, time and 
budget allocations) 
• organizational culture, 
policies and practices  
(staff meetings, hiring 
policies, local organizing 
committees, parent 
engagement) 
• the role of local 
champions and what 
they do to encourage 
PIF! uptake 
 
 

• community-wide 
collaboration around 
children’s rights and 
participation 

Presenter
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Saul (2 min)

Discuss how we focused on the operation of the program at different levels.
•Was it being administered according to our expectations?
•What levels of support did organizations provide for it?
•What were the longer-term and possibly more subtle impacts of the program, not only 
on the children, but on the staff and organization? 

Discuss how champions are at all 3 levels




• Why partners use PIF! and how it fits with other  
 programs they offer? 

 
•   What their partnership expectations are? 
 
•   How PIF changes their work? For example: 

 a) Has the capacity of front-line workers 
increased? And how? 

 
   b) Are partners more likely to promote children’s 

rights and participation in their community? 
 

Now we ask questions about:  

Presenter
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Amy (2min – Slides 13 and 14)

Recall the evaluation challenge – we want to :
deepen the scope of our evaluation
reflect on what the results can tell us about critical success factors for program uptake and scaling up
make changes to the program that encourage transfer and ownership 

Therefore, we don’t ask about numbers but about:
Why partners use PiF
Partnership expectations
How PiF approach changes the way they work






•  What supports do partners have in place for 
front-line workers and which Equitas supports 
do they most value? 

 
• What advice would they give to a new 

organization considering using PIF? 
 
• What role do champions play in program 

uptake? 
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Therefore, we don’t ask about numbers but about:
How they support PiF
Advice they’d give
Role of champions (internal staff who advocate for the program)




Changes in who we asked and  
the tools we used 

Partners: community-
based organizations and 
municipalities 

Front-line Workers: 
Day camp and after-
school staff who use Play 
it Fair! activities in their 
programs 

Senior 
Administrators: 
Executive Directors, 
Program Directors and 
Coordinators at key 
partner organizations 

•  structured 
questionnaire (email) 
with a sample group of 
program coordinators 
and local PIF 
coordinating committees 
• site visits and focus 
groups with a sample 
group 

•  on-line survey 
completed by 223 front-
line staff 
•  follow-up reminders 
from Equitas staff 
 
 

• structured interviews 
(45min) with senior 
administrators 
•  6 key partner 
organizations across 
Canada (BC, MB, ON, QC, 
NB) 
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Multiple perspectives allowed us to reconsider & validate our assumptions with a broad spectrum of partners & actors

Also allowed us to know what is going on behind the scenes within an organization after training and how decisions about programming are made

Why are the children missing, how this is built into the participatory approach as part of the activities




What did we learn? 
 
 
 
 

Why does it matter?   

Presenter
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Critical Success Factors for PIF! 

 
 
 

1. A home for PIF! (CBOs and municipalities 
with existing summer and year-long 
programs for children) 

2. Partnership intentionality: 
  a) a link to partners’ mission and values 
 b) alignment with partners’ program 

objectives, priorities and staff learning 
agendas 

 
 

Presenter
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Julie (4 min)

The evaluation enabled us to identify critical success factors central to PIF use and sustainability with partner organizations (and in communities).
A ‘home’ for PiF!
 As PIF is not designed to be a stand alone program, it has the best chance of success when a partner already has existing programming for children in place and a space to use PIF such as day camps, after school programs, newcomer program, etc.
Note that while PIF started in day camps, we have been seeing growing results as we make a deliberate shift to after school programs (where there is less staff turnover and children are there for longer more regular periods of time)
2. A second important factor is Partnership Intentionality
PIF is more likely to be used and take root in partner organizations that see the link to their values and mission
And where there is a fit with their annual program objectives, priorities and staff learning agendas (strategic plans)
For example: YMCAs 40+, BGC 50 across Canada use the program and we are in conversation with head offices about alignment and core program use
BGC core values are inclusion and opportunity, respect and belonging, empowerment, collaboration and speaking out
Their mission is “to provide a safe, supportive places where children and youth can experience new opportunities, overcome barriers, build positive relationships ,and develop confidence and skills for life
BCG, YMCAs and other partners tell us PIF is a way to make their values and mission come to life in everyday activities, and reinforce their organizational objectives around staff development and creating a climate where kids can grow up healthy and supported.








     Core Program Components  
    (additional critical success factors) 
 
1. The role of capacity building, educational 

resources (Toolkit) and training 
2. The champion effect 
3. Management buy-in,  
      support mechanisms,  
 internal policies 
4. Equitas-led follow-up, coaching, communication 

and evaluation 
5. The strength of a participatory approach leading 

to individual, organizational and community-level 
social change 
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The evaluation also validated the core program components.
They are essential to the successful uptake and sustainability of PiF in partner organizations across the board.

Capacity building – participatory training and tools that are easy and adaptable. We encourage partners to make it their own
An internal champion who strongly believes in the program values, approach and goals, provides enthusiasm, creativity, inspiration and and reminders…as well as a personal relationship between organization and Equitas. Champions have also participated in conferences, provided local trainings, and engage in community initiatives that raise awareness about children’s rights  
Management buy-in and support –  Staff need to understand why they are using PiF; Dedicated time to reflect on how the program support the organization’s mission and programming as well as gather feedback in order for it to reflect local needs.
Equitas-led follow-up – until this evaluation we never really asked partners what their expectations were of us. We learned that while our stronger partners can run PiF independently, they wouldn’t want to.  We are responsive, partnership oriented, and learn from our partners thus providing new and update materials that better reflect their evolving needs (e.g., led to the development of a PiF User Guide)
Participatory approach 



What we learned about evaluation 
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• The right kind of evaluation can inform 
ongoing program design and lead to a 
better more sustainable program 

• Asking the right people, the right 
questions using the right tools is critical 

• Evaluation can re-engage partners 
• Having an outside perspective helps 

thinking outside the box 
• Insights are transferrable to other 

Equitas programs 

What we learned about evaluation 

Presenter
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The right kind of evaluation can inform ongoing program design and lead to a better more sustainable program
Asking the right people, the right questions using the right tools is critical
Changing the tools we used to conduct evaluation came at the right time.
YR 1 - data collection with participating partners combined surveys and focus groups;
YR 2 - data collection with frontline workers was administered through Equitas’ first ever online survey;
YR 3 - key regional partners involved structured interviews with program directors/coordinators and senior level management.
Evaluation can re-engage partners
 Evaluation isn’t just for reporting, but should also be an opportunity for learning and reflection for all involved (Equitas and our partners). Through these various tools we learned that partners took the opportunity to think strategically about how PiF supported their programming and how they were supporting PiF in return, as well as the role that Equitas plays in the process. E.g. As a result of the interviews this past year, one organization redeveloped their family integration policy to include PiF values.
Having an outside perspective helps think outside the box
Having an Evaluation Consultant was very helpful in the process, in terms of providing 
some much needed outside perspective, re‐directing our discussions, helping us to re‐think our tools
and approach and make sense of the data we collected.
Insights are transferable to other Equitas programs
Equitas has taking the learning from this evaluation and shared lessons learned, creative strategies, etc as we develop evaluation strategies for our other Canadian and international programming.




How community foundations  
can play a role 

Presenter
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You can play a key role: 
 
•    Share expectations with  
 grantees about impact and evaluation early on 
•    Coach grantees through the development of a 
 focused and realistic evaluation plan 
•  Share tools and provide the space for grantees to 

 try new approaches 
•  Encourage open dialogue, and learning from 
 mistakes for greater possibility of growth and 
 success 

Presenter
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 Both the foundation and the organization are committed to the objectives of the program; the evaluation indicates the extent to which they're both achieving those objectives and provides insights into the ways that the two can more effectively achieve those objectives—"More effectively" is defined on a case-by-case basis. And that's where a dialogue between the two is so helpful before the evaluation is even planned.  �
Starting a dialogue between the grantee and funder at the beginning of the evaluation process is extremely helpful�- It's an opportunity to reaffirm mutual commitment to a program �- And helps set up a framework for effectively measuring achievement of program objectives in way that fits with the kind of program being delivered, and will meet the expectations of funders and grantees

 On-going dialogue with the foundation made a difference to the success of our evaluation, and ultimately the success of our program
They were clear from the beginning that they did not want us to continue to “prove the program was working” only by counting numbers and writing long reports
 They helped us to focus by developing an evaluation plan with specific objectives, measurables, and accountability built in
 They shared their tools and put us into contact with similarly situated organizations working through strategic clarity processes
 Annual meetings and correspondence helped to push our thinking further and allowed us to grow from our mistakes
 They are helping us to draw the links to other programs we offer and share learnings in the wider network
 This is also helping us to inform and shape our relationships with other funders



Take Homes 

Ours (Equitas): 
•  Re-thinking impact focused on sustainability 
•  Increased creativity in our evaluation strategy  
•  Lessons learned transferred to other Equitas 
    programs 
 

What are yours?  

Presenter
Presentation Notes
Julie (2 min)  - Equitas
Saul (2min) - Audience




Additional Resources  
 
Go to www. equitas.org  to download 
•  this presentation! 
•  the Play it Fair! Toolkit and  User Guide 
• Evaluation Handbook:  Evaluating human Rights 

Training Activities  (Equitas and OHCHR, 2011) 
 
 
               
      
            

www.equitas.org 

Presenter
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Link to a) presentation, b) eval handbooks c) PIF TKT and User Guide d) * they can contact us if they are interested in the tools we used to do this eval or for more info about the program


	Slide Number 1
	Planting the Seeds of Sustainability: How evaluation can help programs take root
	What is impact?
	About This Session
	We’ll do this through:�
	Slide Number 6
	Your ideas on measuring impact
	Slide Number 8
	Slide Number 9
	Slide Number 10
	Broadening our understanding of program impact
	In our most recent evaluation we also looked at:
	Slide Number 13
	Slide Number 14
	Changes in who we asked and �the tools we used
	What did we learn?�����Why does it matter?  
	Critical Success Factors for PIF!
	Slide Number 18
	What we learned about evaluation
	What we learned about evaluation
	How community foundations �can play a role
	Slide Number 22
	Take Homes
	Additional Resources 

