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Presenter
Presentation Notes
Why are we doing this webinar?To help Seed grantees understand what it takes to be well positioned to grow their pilot programsWe see former Seed grantees applying for Grow grants, but they have difficulty meeting the Grow requirements. Unfortunately, that means there are great new initiatives that are potentially not  funded Let’s talk now about what’s needed to ensure you are in a great position, should you want to apply for a Grow grant, when this Seed grant comes to an end



• Ensuring organizations are well-
positioned to learn and advance their 
work
• Role of evidence

• Evaluation overview
• What is it, and why it’s an important tool
• Tips on evaluating pilots

• Common pitfalls

What are we covering today?

Presenter
Presentation Notes
I’ll start off covering some things that you might want to keep in mind when planning the evaluation of your pilot. Then I’ll cover the role of evidence in grant applications and how this relates to evaluation. I’ll follow that up by discussing an overview of evaluation: what it is, why it’s an important tool, and how it can help advance your work. I’ll also provide a few tips and things to consider as you’re carrying out your pilot and your evaluation.Finally, I’ll cover some of the common pitfalls our applicants encounter. At the end I’d like to take some time to answer your questions. You can ask your questions using the chat function. If I don’t get to your question today, I’ll be following up next week with a link to the recording of the webinar that we’ll post on our Knowledge Centre. I’ll also use the Knowledge Centre to respond to questions. 
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What should you keep in 
mind when planning for 
the future of your pilot?



Larger investments build on 
the success of a model or 
program that has 
demonstrated effectiveness

Context: Evidence-based Investments

How do you know 
it works?

Presenter
Presentation Notes
Unlike smaller grants, which are used to test out new ideas, larger grants are often used to help build on a model or program’s success. Because of this, organizations requesting larger grants often have greater requirements when it comes to supporting the case for their work. If, for example, an organization is looking to the future and considering what needs to be in place to make sure that it is well-positioned to expand a successful pilot, it should be prepared to answer: “How do you know it works? What difference did it make?” So how do you answer these questions? You conduct an evaluation – i.e. ask questions, collect data and analyze it.It’s not about whether a program is or isn’t successful in general – it’s about demonstrating the program’s capacity to achieve specific outcomes.



Source: Puttick, R. and Ludlow, J. (2012) ‘Standards of Evidence for Impact Investing.’ London: Nesta

1
You can 
describe 

what you do 
and why it 
matters, 
logically, 

coherently 
and 

convincingly

2

You capture 
data that 
shows 

positive 
change, but 
you cannot 
confirm you 
caused this

3

You can 
demonstrate 

causality 
using a 

control or 
comparison 

group

4

You have 
one or more 
independent 
replication 
evaluations 
that confirm 

your 
conclusions

5
You have 
manuals, 

systems & 
procedures 
to ensure 
consistent 

replication & 
positive 
impact

Different levels of evidence

Presenter
Presentation Notes
There are different levels of evidence. I find this framework from NESTA is helpful when thinking about evidence. NESTA is a U.K. organization that developed its own Standards of Evidence, which are on a 1 to 5 scale. Level 1 represents a lower level of evidence, appropriate to very early stage innovations (like an OTF Seed grant), where we can only expect organizations to clearly describe what they do and why it matters. As the levels progress, it’s expected that data is collected to show positive change, then causation, and finally that results are replicated and confirmed.So what does this mean for organizations engaging in a pilot program? At the beginning of your pilot, you know what you want to achieve. Now you need to figure out how you will know if a positive change occurred, and what data you’ll need to capture to determine this. Eventually, if you expand the program, you may want to explore if it’s right for you to try to understand to what extent your program is causing that positive change.
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What you need to know 
about evaluating pilots?

Presenter
Presentation Notes
Let’s start by discussing the things you might want to consider when evaluating your pilot project.



…the systematic gathering 
and interpretation of 

information about a program 
to help decision-making

… all about asking 
questions and using 

what you have learned 
to move forward 

Evaluation Is…

Presenter
Presentation Notes
Evaluation is the systematic gathering and interpretation of information about a program to help decision-making.In a nutshell, evaluation is all about asking questions and using what you have learned to move forward.If you ever feel overwhelmed by the process of evaluation, bring it back to this idea: evaluation is asking questions and developing a plan to answer those questions. Ultimately, answering those questions will provide you with the information you need to better carry out your program. You can ask all kinds of different questions, and evaluation can be a important tool to do your best work.



why do it?

Results from evaluating your pilot can help you:

• Learn about what's 
working and what isn’t

• Inform how you can 
improve 

• Understand if you’re 
getting the results you 
expect

• Gather evidence to help 
build a stronger case for 
expansion

• Demonstrate impact –
tell a better story and 
build support

Presenter
Presentation Notes
There are so many ways evaluation can bring value to your work beyond having the evidence you need to submit a good grant applications. I’d like to take a minute to go over some of the ways in which evaluating your pilot can help you:You can learn about what's working and what isn’t – from the format of your activities, to the length or the setting… it all depends on what you want to learn. Whatever your results are, they can help you improve your program:For example, there's a program for women who’ve recently immigrated. Language barriers were something accounted for ahead of time, however, after interviewing a few community members as part of the evaluation, the program organizer realized a lack of access to daycare was a big barrier that needs to be addressed moving forward.It’s difficult to know what needs to be addressed if you don’t ask.Evaluation can also help you understand if you’re getting the results you expect – that is whether or not a positive change is happening.Once you have your results, you can use that information to help build a strong case for expansion (i.e., to grow your program) or to support why you need more funds to test an updated pilot.Finally, you can use what you learn to tell a better story of what is happening. This can help you build support with stakeholders, your community, and with future donors or funders.



General steps involved in 
carrying out an evaluation

Don’t wait! Start Now!

Source: Ontario Centre of Excellence for 
Child and Youth Mental Health’s Together 
to Live Toolkit

Presenter
Presentation Notes
I love this little image that shows all the different steps in an evaluation. Please don’t be overwhelmed! We won’t go in depth with this today, but I wanted to make three points:�There are a lot of resources and guides out there that can help walk you through all these steps. You don’t have to figure it all out on your own. Make use of these resources! OTF has launched a Knowledge Centre that includes a measurement hub with resources and advice related to measurement and evaluation.OTF has also created an evaluation e-learning course, with lots of links to resources. I’ll share the links for both of these at the end of this presentation.You need to start as soon as possible. It’s definitely more manageable to weave evaluation work throughout the course of your program than to try to do it all at once. You don’t want to get to the end and realize that you can’t collect the information you need. For example, it can be difficult to show change over time if you didn’t do a pre-test survey or if you don’t have baseline data – i.e., data that shows the state of things prior to participation in a program.Evaluation is more than doing a survey. You need to think about what you want to learn, be sure to collect the right info to answer your questions, and take the time to review the findings, ideally checking in with stakeholders and getting their take on the results. Some methods of collecting data are better suited to answering certain kinds of questions. For example, interviews are a great way to understand why something happened, but not great for making generalizations about whether a program works.

http://www.togethertolive.ca/how-do-you-evaluate


Before you start…

•Be clear about what 
change you want to see

• Focus on outcomes, 
not activities

•Ask yourself, “why are you 
evaluating your work?”

•Determine what you want 
to learn

Presenter
Presentation Notes
Even though we don’t have time to delve into all of the steps of an evaluation, I wanted to take a minute to highlight the importance of the first few steps and why you shouldn’t skip them. Before you start:Be clear about the change you want to see – that change (in either individuals or your community) are your program outcomes, and for many organizations, this means you might need to shift your focus on outcomes and not just activities – i.e., focus on why the program is needed and not how the program is carried outBe very clear about the outcomes you are working towardcheck that one of the outcomes aligns with the funder outcomesThis is also the time to make sure you focus your evaluation on the things that matter most to you. Ask yourself, why are you evaluating?This can help you determine the type of evaluation and methods you want to use. Is it about improving your program or about documenting your outcomes? Or a mix? This is the time to make choices about what you want to learn – it can’t be everything



Pilots should tell you if this new approach is worth adopting. To 
make that decision, you need to know:

o Is this more or less effective than what we’ve tried 
before? 

 To answer this, you need to measure the degree of 
change and the reach (consider things like drop-out 
rate, uptake).

o Is this an efficient use of resources? 

What you need to know about evaluating Pilots

Presenter
Presentation Notes
While you can definitely ask evaluation questions and collect data that will help improve your work, at the end of your pilot, you should know if this new approach is worth adopting. To understand this, you need to measure outcomes. At the end of your pilot you need to decide whether it’s worth moving your pilot forward as is, or if you need to make any adjustments and test again. And it’s best to use evidence to inform that decision. So you need to ask yourself: is this more or less effective than what we’ve tried before and/or what else is being offered in the community?You might want to consider not only the degree of change, but also how many people were reached? Were the right people reached? Are some being excluded or dropping out? Also consider if the degree of positive change you’re seeing is worth the cost of the program. Is there a more efficient option out there? Can you get similar results at a lower cost, which allows you to engage more people or engage participants in deeper, more meaningful ways?



Different options:
o Has someone measured this before? How? (especially if you’re 

adapting a program)
o Measure before, during, and after
o Used mixed methods to triangulate results 

– Capture info from more than one source, in more than one way

– Options available! So many methods to choose from

– Look at data you already collect (intake and exit forms)

o Use a comparison group 
o Discuss what else is happening that could contribute to changes 

How to Understand if A Change occurred

Presenter
Presentation Notes
So how do you understand if a change occurred? There are a lot of different options when it comes to evaluating outcomes:Start by looking at external research, maybe even something that inspired or informed your pilot. If similar evaluations or research have already been done, then you may not need to do such an in-depth evaluation, but instead can rely on the existing findings to help tell your story. Also, you can look at how others have measured outcomes and use either their methods or their indicators of success. If this is the case, look for and document any differences in your results that can be attributed to differences in the way your specific project was implemented when compared to the external research. What can you learn from those differences?You might want to consider collecting data before, during and after, so you can see if a change actually took place. Asking people to look back and talk about the past isn’t always reliable. There are ways to have greater confidence in your results, even if you don’t have a sophisticated evaluation design. In this case, you can use a mixed methods approach: collect data from more than one source, in more than one way. For example, you can collect survey data from participants, hold a focus group of participants, and ask staff to collect observational data (or interview staff). This not only helps you get a better picture of what’s happening, but it can confirm that results didn’t just happen by chance. Also think about how you can learn from data that you already plan to collect, for example through an intake or registration form.While this usually requires more resources, another way to understand if a change happened (and get a sense of your organization’s role in causing that change) is through the use of a comparison group - that’s studying what’s happening not only with your program participants, but also with a similar group of people to try to understand if other things might have caused the change.And that brings me to my last point, you should also consider what else is happening that could contribute to any changes, such as a change in laws or regulations, economic changes, or other services offered in the community. Explore alternative explanations, and determine how confident you are that your program played an important role.



What can you realistically capture in a Pilot evaluation?

Be aware that you’ll only be capturing 
preliminary results

o Evaluation time frame is 
short 
– Collect data throughout!

o Focus on measuring short-
term outcomes
– Change in skills, awareness, 

attitude and knowledge

Presenter
Presentation Notes
Pilots are typically short. While there’s plenty you can learn in a year, the time frame limits you and you’ll likely only be able to report preliminary results. While you can measure what’s happening with people before and immediately after participation in your pilot, there generally isn’t enough time to really understand what’s changed in people’s lives. You can however collect data throughout. Don’t wait until the end!For that reason, focus on measuring short-term outcomes. There are some types of changes that are easier to capture within a year (Presenter: read slide).It isn’t likely that you’ll be able to capture longer-term changes, like changes in behaviour or larger changes in quality of life. These simply take longer to happen. Stick to what you can accomplish.



Planning for the future

Decide what’s next:

1. Ready to grow?

2. Needs more 
testing/experimenting?

Share what you learn!

Presenter
Presentation Notes
At the end of your evaluation, you’ll need to decide: Is this an idea that’s ready to be fully implemented?Do you need to continue experimenting/testing?You may realize that you’re not quite ready to expand this idea. You may decide to test another pilot using what you learned to help inform another iteration of your program. Regardless of the outcome, even if results are very preliminary, share what you’ve learned. Chances are there is another community facing similar challenges that could learn from your experience.



Common pitfalls

Presenter
Presentation Notes
Want to be prepared to grow your initiative? Watch out for these common pitfalls



Your Program’s Outcomes
- Customer service and computer 
skills are developed 

- Participants feel prepared to 
engage in job search

Outcomes Identified by the 
Funder 
- People have the skills and 
knowledge to achieve greater 
financial independence

Outcome alignment

These two should match! 

Presenter
Presentation Notes
Not every outcome related to your work and mission that you want to measure will align well with a funder’s outcome. That’s OK! Go ahead and include them in your evaluation (but do try to keep it to 1-3 outcomes for now, more might not be feasible to measure). Also be sure that there’s a good fit with a funder’s outcome if you’re applying for funds to grow your pilot project.  If not, that particular funder might not be a great fit. Let’s talk through an example:If the Programmatic Outcomes are (read from slide) than a funder with this outcome (read from slide) would be a great fit.This hypothetical organization might also be interested in building a sense of community, and could also want to measure something like new friendships made between participants. That’s great! Just keep in mind that when you’re applying for funds, that you need to show a positive change in the outcomes that are aligned with the funder, and not just any outcome. 



Example: A parenting program aims to help new parents support 
their children’s emotional development

Data that 
demonstrates a 
positive change

• Survey data demonstrating 
specific positive change

• Interview or focus group 
data showing positive effects 
on parent’s abilities

• Data collected by staff using 
a checklist to observe & track  
interactions & behaviours

Data that does not 
demonstrate a 
positive change

• Anecdotes
• Comments about 

satisfaction
• # people that participated
• Non-specific or vague 

survey data
• Satisfaction data

Data that
demonstrates need

• # or % of parents that are 
stressed or struggling

• # children with low skills
• # children at risk
• Community needs 

assessment

Demonstrating a positive change

Presenter
Presentation Notes
There are all kinds of facts or information that could be useful to your work, but don’t speak to whether the program is effective in achieving a positive change for a specific outcome. I’m not saying that you shouldn’t collect this data, since it could be useful to you. But I want to highlight and identify the kinds of data that you can collect that could gauge if a positive change is occurring. Let’s look at an example….  A parenting program aims to help new parents support their children’s emotional development. In this example, how do we know the program has been effective in helping parents support their children’s emotional development?We’re asking the parents the same questions and deriving a collective answer about whether its working or not. This can be done multiple ways, for example, in focus groups, interviews, or surveys where the same questions are asked, and the data is later analyzed for patterns and themesWe can also get staff to use a checklist and track interactions and behaviours between parents and children; and see if any changes develop over the course of the programWhile it’s still good information, accounts of customer satisfaction or measuring the level of demand aren’t going to tell us whether the program model works to achieve a positive change on a specific outcome.Finally, data showing that there’s a need (such as the # of children at risk) is important and interesting, but does not clearly demonstrate change.



Start now! 

Evaluation doesn’t just happen at the end! It’s hard to get good 
insights, if you don’t have the right plan in place to collect the 
data you need

DATA

LEADS TOLEADS TO

Understanding Action

Presenter
Presentation Notes
Finally, another common pitfall is when organizations wait to the end of the pilot to start thinking about evaluation.So don’t wait too long! Start now! 
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Did you know:
You can apply for up to 10% of your 
OTF grant application budget toward 
your own evaluation?

Presenter
Presentation Notes
Under non-direct personnel costs budget line





Want to learn more?

https://otf.ca/knowledgeOTF’s YouTube Channel 
https://www.youtube.com/trilliumfoundation1

Still not sure how to proceed? 
Call our Support Centre 1 800 263-2887 or 416 963-4927

Email Stacey: smcdonald@otf.ca

Presenter
Presentation Notes
***We have a webinar recorded “Conceptualizing Evaluation”  on our YouTube channel that covers what steps you need to take to plan your evaluation and provides some tips to help you succeed. You can also check out the previously mentioned Evaluation E-learning course. If you have any additional questions, please connect with our Support Centre or email me directly. I’m happy to have conversations with organizations considering applying for OTF funds to provide any evaluation advice that I can. 

https://www.youtube.com/trilliumfoundation1


Questions?
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