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The purpose of these slides…

▪ To explore evaluation in the context of the health inequalities 
projects

▪ To learn about useful tools and models for designing your evaluation

▪ To share experiences and learning, and reflect on best practice in 
designing an evaluation

▪ To reflect on the importance of evaluation, and how to embed it into 
everyday practice to drive improvements and informed decision 
making



1. Introducing Evaluation 



Context of Evaluation today…

▪ Health & wellbeing interventions are becoming more complex

– They address large problems; involve different activities; involve several 
partners

– Involve difficult changes in attitudes and behaviours

▪ Reducing budgets and more emphasis on locality based work means 
increased expectations in regards to return on investment

▪ Innovations and technological advancement

– A larger variety of public health and social interventions aimed at improving 
health and wellbeing

– Impact across policy, organisational, community and individual levels



What is evaluation?...

❖ Evaluation involves Judging the value of an activity. In health promotion, an 

evaluation determines the extent to which a programme has achieved its 

objectives, and will assess how different processes contributed to achieving 

these objectives (Public Health England, 2017¹).

❖ Monitoring and evaluation are important activities for any learning 

organisation which aims progressively to improve its performance. They allow 

for systematic learning from past and current activities – ‘what works, what 

doesn’t work’ and ‘why’ (Public Health England, 2017²).



But Why Evaluate?

When you have limited time and resources, it may seem to make more sense to invest them 
in actually delivering the intervention. However there are a number of reasons why 
evaluation should be core to project delivery:

1) To learn from your mistakes and successes to develop as an organisation and drive 
continuous improvements

2) To provide evidence of effectiveness needed to argue that something should become 
part of established work practices

3) To assess whether you are meeting your objectives, and goals, and that the way you got 
there was the right way to do it 

4) To measure the outcomes for the people using your intervention

5) To assess whether what you are doing is good value for money



Reasons you might evaluate…

▪ To provide some information to inform project delivery – This is called a 
formative evaluation

▪ To assess whether what you have achieved was a good use of use of 
resources and good value for money– Economic evaluation

▪ To judge how successful and relevant the delivery of the intervention was –
Process evaluation

▪ To measure impact and outcomes and whether the intervention was 

worthwhile – Impact & Outcome evaluation



Formative evaluation

▪ Carried out during the development of the project

▪ Informs the direction a project will take

▪ Uses theory and evidence to plan the different parts of the project, 

development and pilot testing (trying out some of the parts before launch)

▪ Assesses a projects relevance to the identified health and social problems, 

and the practicality of different intervention methods



When to do different types of 

evaluation…Formative evalution



Economic evaluation 

▪ Aims to aid decision-makers with choices about allocating resources and 
setting priorities, and to improve efficiency (Miller, 2009). 



Process evaluation

▪ Begins at the start of the project

▪ Assess the actual implementation and delivery of the project and 
identifies factors relating to how an intervention is being implemented

▪ Aims to see why an intervention does or does not meet its aims and 
objectives, and can test the reliability of the intervention i.e. did it deviate 
from the original plan?



E.g. Physical activity programme for teenagers

▪ Would involve comparing what you planned with how things actually 
worked. For this example you may look at: 

▪ The site where services or programmes are provided

▪ The number of people receiving services 

▪ The economic status and racial/ethnic background of people receiving 
services 

▪ The quality of services 

▪ The actual events that occur while the services are delivered 

▪ The amount of money the project is using 

▪ The direct and in-kind funding for services 

▪ The staffing for services or programs 

▪ The number of activities and meetings 

▪ The number of training sessions conducted 



Impact/ outcome evaluation

▪ Looks at whether a project has met it’s aims and objectives

▪ Can look at short-term, medium term, long-term

▪ This might be In terms of:

– Changes in people’s attitudes and beliefs

– Changes in risk or behaviours

– Changes in environment i.e. public policies, enforcement 
of regulations, influence on social norms



E.g. Evaluating the impact of food labelling

▪ Broad question: Is food labelling effective?

▪ People have to notice it (awareness)

▪ They have to understand the label (knowledge/understanding) 

▪ Their behaviour has to change (e.g. they have to be less likely to purchase 
the product if all red) 

▪ And then a health-related outcome (or some proxy for health) would have 
to change (e.g. BMI) 



The Process of Evaluation…

1) Describe your project, clarify the aims and objectives

2) Understand the purpose of evaluation and who the results are intended 
for 

3) Design the information gathering process

4) Collect the data

5) Analyse the data

6) Make recommendations

7) Disseminate findings

8) Take action!

What to 

measure?

Who 

evaluates?

How to gather & 

analyse data?

What to do with 

results?



2. Designing your evaluation 



Five questions you need to ask before you start

▪ Objectives: what do you want to know and why?

▪ Resources: Assess the time, money, staff and expertise you have available

▪ Audience: who will the findings be for? where are you planning to share 
the findings?

▪ Evidence: what evidence already exists? What similar research has been 
done and what is already known?

▪ Theory of change: What’s the theory of change? How is your intervention 
intended to work?



What do you want to know and why?…

▪ Start by being clear about your aims and objectives:
– Aims – broad goals concerned with improving health or wellbeing

– Objectives – specific statements which define what participants will have 
achieved at the end of the intervention

▪ This will then focus your evaluation and ensure you are asking the right 
evaluation questions



Evaluation always starts with a question:

▪ Will this intervention make this problem better?

▪ Is “X” a better way of dealing with the problem than “Y”?

▪ Are we targeting the intervention at the right people?

▪ Is this intervention acceptable to the public?

▪ What have we got back from spending money on this project?... i.e. 
evaluation is  a way of assessing the value (however defined) of 
investing in a course of action)



Deciding on, and refining your question

▪ Start with the question, not with the method

▪ A good question is clear, specific and answerable

▪ Thinking of the question as a hypothesis that needs testing 
can help



Question development – Example 1

▪ Focus: Social Media and Young people who identify as Transgender 

▪ Possible question: Why are social media sites harmful to young trans* 
people?

This is an unclear question:

• It doesn’t specify which social media sites

• It doesn’t define the harm being caused

• It takes it as a given that this harm exists



Question development – Example 1 

Revised

▪ Focus: Social Media and Young people who identify as Transgender 

▪ Revised question: How are 13-25 year olds who identify as transgender 
experiencing or addressing privacy issues on Facebook and Twitter?

• This is may then help you decide if it is appropriate to use social networking 

to deliver interventions aimed at improving emotional wellbeing



Question Development – Example 2 

▪ Focus: Increasing healthy eating among gypsy, Roma and traveller 

communities

▪ Possible question: Does information on healthy eating lead to 

healthier eating practices?

– This is an unclear question as it:

• Doesn’t define the population group

• Doesn’t specify what information 

• Doesn’t define healthier eating practices



Question development – Example 2 

Revised 

▪ Focus: Increasing healthy eating among gypsy, Roma and traveller 
communities

▪ Refined question: Do healthier eating workshops aimed at increasing 
knowledge on the benefits of meals cooked from scratch, reduce the 
number of ready meals consumed per week by a cohort of people from 
the gypsy, Roma and traveller community?



Developing your question…

▪ You may have more than one research question 

▪ Will coincide with/ complement your project objectives…

Table Discussion



Five questions you need to think about before 

you start

▪ Objectives: what do you want to know and why?

▪ Resources: Assess the time, money, staff and expertise you have available

▪ Audience: who will the findings be for? where are you planning to share 
the findings?

▪ Evidence: what evidence already exists? What similar research has been 
done and what is already known?

▪ Theory of change: What’s the theory of change? How is your intervention 
intended to work?



Scanning the evidence…some tips

▪ Suffolk Observatory – separates Suffolk data by theme 

▪ Useful Suffolk specific data which can help target and refine your project 
ideas: Healthy Suffolk JSNA pages

▪ Take a look at the; 

– Reports

– Topic pages e.g. Smoking

– Ward / local level data

https://www.suffolkobservatory.info/
https://www.healthysuffolk.org.uk/jsna


What works centres…Click on the logos

https://www.healthysuffolk.org.uk/jsna/reports/jsna-topic-reports
http://whatworks.college.police.uk/Pages/default.aspx
https://www.nice.org.uk/about/what-we-do/into-practice/local-practice-case-studies
http://www.eif.org.uk/
https://educationendowmentfoundation.org.uk/our-work/projects/promising/


Five things you need to know before you start

▪ Objectives: what do you want to know and why?

▪ Resources: Assess the time, money, staff and expertise you have available

▪ Audience: who will the findings be for? where are you planning to share 
the findings?

▪ Evidence: what evidence already exists? What similar research has been 
done and what is already known?

▪ Theory of change: What’s the theory of change? How is your intervention 
intended to work?



Logic models and theories of change

▪ Theory of change: describes how we expect an intervention to achieve it’s
outcomes (how do we think it will work? What is our theory about the 
process of change?)

▪ Logic models: a logic model is simply a visual representation of an 
intervention/ project’s theory of change.

▪ “Logic models … are typically diagrams or flow charts that convey 
relationships between contextual factors, inputs, processes and outcomes.” 

(Baxter et al. 2010) 



Creating a logic model…

▪ LM can be used to guide planning, the monitoring, and evaluation of a project

▪ The exercise of developing a LM helps to clarify key ingredients of a project (inputs/ 

activities/ outputs/ target group), what it is seeking to change, and whether the pathways 

proposed are logical

▪ Requires thinking through your assumptions about the way the project will work and the 

external factors that will effect the achievement of outcomes

NHS Health Scotland, 2007



Key stages for constructing a logic model…

1) Identify aims and long-term outcomes

2) Identify main actions/activities and group these under each of the overriding aims

3) Identify underlying assumptions are being made concerning the delivery of the 

actions/activities

4) Identify short- and medium-term outcomes that may arise from each set of actions and agree 

a timescale by which these are likely to be observed

5) Check whether the short-, medium- and long-term outcomes are logically linked and 

plausible

6) Identify external factors that will influence outcomes and in what ways/ directions they are 

likely to impact

7) Develop a framework for outcomes to guide data collection

NHS Health Scotland, 2007



Program Development Logic model 

example 

University of Wisconsin, 2003



Example 1



Example of Intervention components 



Important points

▪ Logic models are typically designed in collaboration with key stakeholders 
who will be involved in project development and delivery

▪ You should draw on literature as well as your own ideas and experience to 
create the model

▪ They look static, but things constantly change and adapt

– New insights and changing understandings trigger revisions 

– “Logic models are like pie crusts – made to be broken” (Leviton et al. 2010) 



Using logic models to design evaluation…

▪ Evaluation can be built around the vision and 
aims of the programme 

▪ Evaluation can be designed to facilitate 
continuous as well as summative (at the end of 
the programme) evaluation

▪ Having a logic model enables to fully 
understand the project, and plan the best ways 
to collect data in order to measure your 
intended objectives



3. Data collection and measurement tools



Selecting your Data Collection Methods

▪ Once you understand your research question, and have defined your 
outcomes, you can then start to think about what data you need to collect 
to demonstrate the impact of your intervention

▪ Golden rule = measure the objectives set out in your planning process

▪ Direct relationship between type of question, the type of data needed to 
evidence and the most appropriate tool to collect this data

▪ Tools are how information or data is captured e.g. the kitchen equipment 
you use to work with the recipe ingredients



Relationship Between Question and Tool

▪ IF questions – ask ‘if something’ has changed and by how much, test out 
an assumption or prediction you’ve already made

▪ WHY questions – explore ‘why’; the reasons behind this change e.g. 
understanding, perceptions OR ‘why’ somebody behaves in a particular 
way e.g. their actions

▪ IF often measures the degree or amount and data are quantifiable 
(quantitative)

▪ WHY provides deeper insight and often involves gathering observations or 
what people say (Qualitative)



Example of Relationship Q + Tool 

▪ IF – do participants who come to the cooking course prepare more meals 
from scratch following the course?

– How many ready meals do they eat at the outset of the course?

– How may ready meals to they eat following the course?

▪ WHY – what do people on the cooking course think about cooking from 
scratch? 

– What did they think of cooking from scratch before attending?

– Has their perception changed as a result of attending?

– How does this influence their cooking practices?

▪ MATCH QUESTION +TOOL



When to Use Evaluation Tools

▪ Tools are chosen during the design phase NOT the collection phase

▪ Tools are used during the data collection phase

– Type of evaluation influences how often

– Once, continuous, before and after

▪ The data tools capture are interpreted during the collation and analysis 
phase



Types of Tools used in Evaluation 

▪ Numerical or quantitative tools

– Scales

– Surveys (questionnaires)

– Registers

– Service use

▪ Insight or qualitative tools

– observations

– interviews group or individual 

– case studies

(Naidoo and Wills 2009)



What Makes a Tool Fit for the Job?

▪ No right or wrong – evidence of strengths and 
limitations and context of evaluation question

▪ Can use a number of tools but be aware of the 
amount of time to gather, analyse and write up

▪ Trustworthy – source, reliable, a valid measure, 
standardised

▪ Accessible - appropriate for using with your service 
users e.g. age, language, culturally acceptable

(Parahoo 2014)



Examples of Validated Tools for 

Measuring Impact 

▪ Resilience and wellbeing
– positive mental health wellbeing

– Warwick Edinburgh Mental Wellbeing Scale

▪ Physical Activity
– changes in overall activity

– International Physical Activity

▪ Strengths and Limitations
+ reliable, valid, standardized, comparable

– answer why, themes, subtle differences

http://www2.warwick.ac.uk/fac/med/research/platform/wemwbs/
https://sites.google.com/site/theipaq/


Designing your Own Tools

▪ Strengths and Limitations

+ bespoke, fuller picture, involve service users

-time to design and pilot, trustworthy, less comparable

▪ Potential pitfalls

– bias e.g. factors which effect the validity of your results

– resource e.g. time and cost to develop and pilot

▪ National Foundation for Education Research website

▪ Other ideas – draw on your experience e.g. smiley faces, images 

https://www.nfer.ac.uk/schools/developing-young-researchers/how-to-develop-research-instruments/


Reflection: collecting your data?

From what you have just heard, take a few minutes to think about the tools 
you are currently using and have identified for your projects. Is there a better 
way to collect your data?

TABLE DISCUSSION



Implementation: using your tool 

▪ Plan for collection
– resource (time and person)

– amount of data produced

– pilot

▪ Only collect what you need to answer Q 
(data sharing)

▪ Example of process WEMWBS (page 7)

(

http://www2.warwick.ac.uk/fac/med/research/platform/wemwbs/researchers/userguide/wemwbs_practice_based_user_guide_13.5.152.pdf


Implementation: introducing your tool

▪ Context

– what you’re asking to do e.g. survey

– why are you asking e.g. find out if they are more 
likely to engage in self- care

– bigger picture e.g. make sure the content of the 
course contains  appropriate information 

▪ Invite opportunity to ask questions and opt out

▪ Feasible and realistic for service users to complete
(Parahoo 2014)



4. Data protection, data sharing and 

ethics



Data Protection

- The Data Protection Act controls how your personal information is used by organisations, businesses or the 
government. 

Everyone’s responsible for using data has to follow strict rules called ‘data protection principles. They must 
make sure the information is;

- Used fairly and lawfully

- Used for limited, specifically stated purposes 

- Used in a way that is adequate, relevant and accessible

- Accurate

- Kept for no longer than is absolutely necessary

- Handled according to people’s data protection rights 

- Kept safe and secure

- Not transferred outside the European Economic area without adequate protection 



How to share data for evaluation?

▪ SECURE 

– NETWORKS 

– PROGRAMMES 

– EMAILS

▪ DATA SHARING AGREEMENT?

▪ PERMISSION / CONSENT

▪ REDACT / NUMBERS / CODE



Information Sharing Consent Form 

▪ To find out more about information sharing consent forms visit NHS’s 
sample form

https://www.england.nhs.uk/publication/sample-data-sharing-agreement/


Ethics

➢ Safeguarding and equality

➢ What are the risks?

➢ Who / what do you want to gather information on / about?

➢ Who is the researcher / evaluator?

➢ What is the purpose of gathering the information?

➢ What will it be used for?

➢ How will the information be obtained?

➢ Are people aware? Do they need to give consent?

➢ How will confidentiality be maintained?

➢ How will data be protected?



Ethical research and evaluation

Review of Ethics Principles and 
Guidance in Evaluation and 
Research
DR LESLIE GROVES WILLIAMS, CONSULTANT, SPECIALIST 
EVALUATION AND QUALITY ASSURANCE SERVICE (SEQAS) 

31-Jan-16 



Summary

▪ Protect evaluation data and information by making sure that it is secure

▪ Consider barriers for sharing evaluation data and information and how 
they can be overcome if possible 

e.g. data sharing agreement

▪ Have an ethical approach to your evaluation

– Obtain research approval if needed

– Collect consent from participants in the evaluation if necessary



5. Findings and what to do with the 

evaluation once you have done it



Moving on from the Tool – Data Phases

▪ Using the data to make sense of what happened

– You will start with raw data e.g. numbers or text

– You will then work on collation, pull together

– You can then carry out analysis

▪ You can pull out themes 

▪ Data is used to tell story to your audience(s)



Findings - Why they Matter?

▪ Give an overview about the project

▪ Accountability to funders e.g. spent wisely 

▪ Add to the body of knowledge about a topic

▪ An evidence base to effect change 

– reflection and development (organisation or individual)



Managing Data and Presenting Findings

▪ Plan for and allow time - collate, analyse and write up

▪ Consistency of person doing evaluation – immersion (saves time)

▪ Overview – stick to the bigger picture

▪ Include the expected and anything additional

▪ Identifying - remove participant detail e.g. names, illness



The Report

▪ A document that pulls your findings together

▪ Think about the framework e.g. layout 

– section headings, length

– charts, tables and graphs

▪ Proof e.g. check your findings, assertions and attribute

▪ Draft and share for feedback then revise



Suggestions for Report Sections

▪ EXECUTIVE SUMMARY (key points of interest)

▪ CONTENTS

▪ INTRODUCTION/ BACKGROUND (why the project was carried out)

▪ AIMS and OBJECTIVES (what the project set out to do)

▪ METHODS (how was the project set up)

▪ RESULTS/PERFORMANCE (what happened, what were the outcomes, cost 
of project)

▪ CONCLUSION (overarching statement about what the project achieved)

▪ RECOMMENDATIONS (what could be changed)

▪ APPENDICES (Additional information for reference)

Small projects 5-6 pages plus appendices



Presenting Findings: alternative vehicles

▪ Your report should be engaging 

– understandable without effort

– accessible for the time poor 

– acceptable and actionable 

– quality not quantity 

▪ Consider using; charts, diagrams, graphs

▪ Label and explain to set in context



Using Findings for Development

▪ Make recommendations based on the conclusions
– suggestions for next steps

– what could be done differently if you or others were delivering similar 
project

▪ Have you any unanswered questions and gaps?

▪ Raising awareness of your evaluation findings 
– funders, participants, other stakeholder groups

– Promote via newsletters e.g. ISCRE or social media accounts

– Presentations at events



Example: evaluation of workplace-based interventions 

to encourage sustainable transport

▪ Aim of interventions = increasing sustainable travel among airport staff i.e. 
increasing car sharing, use of public transport, reduce of single occupancy car 
travel

▪ Aim of evaluation = to ascertain to what extent low cost and light touch 
interventions can shift behaviour change of employees commuting to Heathrow 
airport

▪ Conducted initial survey to 
understand current travel 
behaviours and presented 
results in a table…



Use of pie bar charts…

Department for Transport, 2017 

Visual representations of data which are quick to process and can 

show differences between components of project delivery quite nicely

https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/586376/sustainable-travel-evaluation-of-low-cost-workplace-interventions.pdf


Project Sustainability 

▪ Sustainability is more than securing future funding to support 
your project to continue

▪ It is about:
– The continuation of the benefits and/or activities of your project once 

funding ends

– A lasting legacy

– Building organisational capacity and skills

– Influencing changes in policy and practice

– Lasting impact on the wider community 

Think about the impacts 
you can make in the life of 
your project, and what you 

can do to make positive 
outcomes more likely after 

it finishes?
Big Lottery Fund, 2014



What does sustainability mean to you?

▪ Be realistic but ambitious – what you can do to make positive outcomes 
more likely once you finish?

▪ Sustainability means different things for different projects –which longer 
term changes will have the greatest impact for your beneficiaries?

– Changing something in the local community?

– Building skills and experience in your own organisation?

– Changing the services, attitudes and priorities of other organisations?

– Developing stronger partnerships and collaborative working practices?

– Further funding to support your project – or other activity arising from it – for 
the longer term?



Project Sustainability and Evaluation

▪ Sustainability and evaluation go hand in hand

▪ Capturing knowledge and demonstrating impact allows you 
to:

Learn about what 
works

Disseminate 
Good practice

Demonstrate 
impact to secure 

funding

Build support, 
relationships and 

wider 
engagement

Develop new 
ideas for service 

delivery



Tips for developing a sustainable project

▪ Think and plan early for sustainability – Devote time to making a plan!

▪ Know your long-term vision

▪ Develop a strong comms strategy to share project results

▪ Involve key stakeholders in programme development

▪ Consider the different aspects of sustainability:

– Financial – how do you ensure a steady flow of funds?

– Organisational – how do you ensure continued and proper working of your 
organisation?

– Project – How do you continue to achieve project objectives in the absence of 
funder support

Joshi, Upasana (2016)



RECAP….

Step 1 - define aims and objectives and 
formulate a clear and measurable research 
question

Step 2 – understand the audience for your 
evaluation and the time and resources 
available to conduct ( refine research 
questions if necessary)

Step 3 – Look at what has been done 
elsewhere, the evidence and what you 
already know



RECAP – Logic models and data 

collection
Step 3 – Create a logic model so you have a 
clear understanding of how your intervention 
will work and how the processes interact to 
produce the outcomes

Step 4 – Using information from above steps, 
prioritize and decide on what will be 
measured (ensure relevant and consider all 
levels)

Step 5 – Design your data collection process 
– select appropriate and feasible 
measurement tools and consider reliability 
and validity



RECAP…Data collection and final report

Step 6 – Collect your data, ensuring you pay 
due consideration to data protection and 
ethics, and make efforts to make the process 
meaningful for participants

Step 7 – Collect and analyze your data, 
paying attention to data protection/sharing, 
and considering how you can present your 
results to make engaging and meaningful

Step 8 – Compile final report, and ensure 
you share with relevant parties and make 
recommendations for improvement and 
action!

Sustainability          Stakeholder involvement      Ethics  
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Thank You!


