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Goals for today
� Think about evaluation questions for DTFP

� Understand how the program/system can make a difference 
– understand how results chain can be developed

� Begin the process of thinking about evaluation designs



What is evaluation? A somewhat dull and 
incomplete definition  

� Evaluation is defined both as a means of assessing 
performance and to identify alternative ways to deliver

� “evaluation is the systematic collection and analysis of 
evidence on the outcomes of programs to make judgments 
about their relevance, performance and alternative ways 
to deliver them or to achieve the same results.”



What is the program? One example
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Developmental Evaluation

Developmental

Summative



Conceptualizing Quality Improvement as a complex 

intervention

� Understanding the need for a systemic nature of the QI 
initiative

� Pay attention to contexts, mechanisms, resources and 
constraints necessary for making QI work

� The need to pay attention to dynamics

� Pay attention to implementation

� Policy resistance might be quite real: Pay attention to “levers of 
opportunity”

� The result is policy resistance, the tendency for interventions to be 
defeated by the system’s response to the intervention itself.



INTERVENTION THEORY AND 

DEVELOPING EXPECTATIONS OF 

IMPACTS OVER TIME

The key components of the complex 

intervention

The program theory of the complex 

intervention

Learning from the Evidence Base

The anticipated timeline of impact

LEARNING FRAMEWORKS 

AND PATHWAYS OF 

INFLUENCE

The pathways of influence of 

an evaluation

Learning framework for the 

evaluation

IMPACTS AND LEARNING

Assessing the impact of the 

intervention

Learning about the intervention 

over time

SPREAD AND SUSTAINABILITY

Spreading learning from an 

evaluation 

Reflections on performance and 

sustainability

A B

C D

Approach adopted by the Evaluation Centre



DTFP PURPOSE

� “The DTFP aims to provide the incentive for provinces, 
territories and key stakeholders to initiate projects that lay 
the foundation for systemic change leading to sustainable 
improvement in the quality and organization of substance 
abuse treatment systems, as well as increase the availability 
of treatment services to meet the critical illicit drug 
treatment needs of at-risk youth in high needs areas.”

� (DTFP Framework, Health Canada, 2008)



Some Questions

Was the conceptualization of the substance 
use treatment system adequate in DTFP? 

How can the initial implementation of 
DTFP help learn  more about the substance 

use treatment system?

Were the incentives 
offered within DTFP 

adequate for movement 
towards system-level 

changes and integration?

How did the initial 
projects lay the 
foundation for 

systemic changes?

How are such changes 
sustainable?

Are high end needs 
being met?

Do the enhancements 
in treatment services 
meet the needs of at-

risk youth?

For all of the above questions:
• How can we learn from this round of DTFP implementation for future programming for the 
treatment system and treatment services?
• What are the developmental needs of individual projects? What are developmental needs of the DTFP 
system? 



Re-emphasising the system-level 

focus
� “System-level activities, such as the development of clinical guidelines, 

standards of practice, data collection and sharing, program evaluation, 
functional linkages between providers, etc., are important activities toward 
forming and sustaining a strong foundation upon which provincial and 
territorial governments build and maintain their treatment services.  
Improvements to these system-level activities are fundamental to achieving 
more efficient, effective and timely substance abuse treatment overall in 
Canada.”

� (DTFP Framework, Health Canada, 2008)

How can this evaluation help with building of the above strong foundation?  

How can this project contribute towards building evaluation skills and also contribute 
to enhancing the evaluation culture in the treatment system?

?
How can this evaluation help examine the key assumptions of the  system-level DTFP 
program theory?  
How can such a focus lead to improvements in future versions of DTFP?

?



Intervention 
System

Components
of the 

Intervention

Stability
of the

components

Impacts on 
evaluation 
design

1. Elements of the intervention

� What are the key components of your project/DTFP?



2. Program Theory. 

� Why and how would the project improve outcomes? 

� What outcomes would the project impact? 

� What contexts, resources and constraints are necessary for 
the project to work?

� What are some key ASSUMPTIONS being made by the 
project?



2. Program theory

� Context

� Mechanisms

� Heterogeneity

� Leverage

� What are the active ingredients of your project?



3. Evidence Synthesis: 
How can an evidence  review help you think strategically about implementing 
your project/the DTFP system?



Years

1 2 3 4 50

Performance

Measure

Anticipated performance in 

the presence of programme

Absence of programme

4. PERFORMANCE TRAJECTORY (WOOLCOCK, 2009)



Outcome 1

Outcome 2

Outcome 3

DTFP System

Years

1 2 3 4 5 60

4. Anticipated Timeline of Impact



B.  Structure of Evaluation Influence

5. Framework  of Learning

6. Pathways of evaluation influence



So how can evaluations help?

� Policy Learning: 
� Generating evidence about what difference did reform make to how things 

work routinely 

� Organizational Learning: 
� Generating evidence on the organizational structures  needed to implement  

DTFP

� Process Learning: 
� Understanding processes needed to support  DTFP

� Planning for heterogeneous needs: 
� Understanding and responding to the heterogeneous needs of different sub-

populations

� Impacts: 
� Assess impacts of QI initiatives



Design, Methods and Data

� 7. Design Issues

� 8. Learning about your Theory of Change



Design principles

� Continues to be surprisingly limited

� Respond to threats to internal, external validity

� Connect with program theory

� Connect to a framework of learning

� Leverage innovative methods

� Pay attention to implementation needs
�



Program
Evaluation 

Design/Method
Program 
Impacts

Initial Program 
Theory

Initial Impacts

Areas of 
Uncertainty

Learning from 
Innovative 

Method

Emergent 
Program 
Theory

Learning from methods 



Spread and Sustainability



Program

Larger System

Spread 
Innovations

Components of 
System

Innovative 
Practice

Contextual  
Learning

Framework of spread



Decision to 
Sustain

Match 
between 

Anticipated 
Findings of 

Impact/
Performance 

Trajectory and 
Actual 

Performance

Evaluation 
Results

Other Factors

A Framework for Sustainability
Framework of 

Learning



Discussion Questions
� What are relevant questions you would like the evaluation to 

answer in the next 18 months?

� How would answering these question help make decisions to 
sustain DTFP?



Other questions for reflection
� Why are these questions important? Can these be 
addressed in the next 15 months?

� For whom would answers to the evaluation 
questions be useful?

� How will the answers to the key evaluation 
questions be used?



Moving on to program theory



Types of Validity and basics of 

Evaluation Design



Setting up the problem: Example of evaluation result

� Main outcome measures Number of monthly admissions for acute myocardial infarction 
(HEART ATTACK)  for people living in and outside Helena, Montana, United States

� Reduced myocardial infarction associated with public smoking ban: before and 
after study
� Richard P Sargent, Robert M Shepard and Stanton A Glantz
� BMJ 2004;328;977-980;

� “During the six months the law was enforced the number of admissions fell significantly ( − 
16 admissions, 95% confidence interval − 31.7 to − 0.3), from an average of 40 admissions 
during the same months in the years before and after the law to a total of 24 admissions 
during the six months the law was in effect.”

� Conclusions Laws to enforce smoke-free workplaces and public places may be associated 
with an effect on morbidity from heart disease.



Interrogating evaluations
� Could there be any other explanation for decline in Heart 

Attacks after the introduction of the smoking ban? Internal 
Validity

� Is the smoking ban from Helena, MT generalisable to other 
areas/countries?
� External validity

� .......note the parallel to the Mid-day Meal Scheme example:

� Could there be another explanation for the increase in student 
attendance?



Two important types of validity

� Internal validity referred to inference about whether the “experimental treatments 
make a difference in this specific experimental instance.” Could there be another 
explanation for the observed effects?

� External validity is defined as the validity of inferences about whether the causal 
relationships hold over variation in person, settings, treatment and measurement 
variables. External validity focuses on the generalisability of the findings.



Internal validity

� Ambiguous temporal precedence
� Selection
� History
� Maturation
� Regression
� Attrition
� Testing
� Instrumentation
� Additive and interactive effects of threats to internal validity



External validity

� Interaction of the causal relationship with units
� Example: Evaluations done on white males, being generalized to 

other populations
� Interaction of the causal relationship over treatment variation

� Example: Reductions in class size might work if it is accompanied 
with substantial funding to build new classrooms and hire skilled 
teachers;

� Interaction of the causal relationship with outcomes;
� Example: Programs might have different  impact on quality of life and 

survival times; 
� Interaction of the causal relationship with settings

� Example: Program works in rural areas not in urban areas;
� Context-dependent mediation

� Back to program theory; moderators and mediators



Possible solutions
� Be as explicit about the program theory as possible;

� Apply the program in multiple 
populations/settings/contexts;

� Collect data on multiple outcomes;

� Collect process/context information;



Pragmatic advice
� Consider a list of such threats in planning evaluations (a surprising large 

number of evaluations are planned without a consideration of threats to 
validity)

� It is almost impossible to minimize concerns about all of the threats

� ”Taking account of ” vs. “Ruling out”

� We almost always make  “tradeoffs” in evaluations

� Key questions:
� How would the threat apply in this case?
� Is there evidence that the threat is plausible rather than just possible?
� Does the threat operate in the same direction as the observed effect, so that 

it could partially or totally explain the observed findings?



Key Questions
� How do we know that a programme causes an effect? 

� How do we quantify the effect?

� What are mechanisms by which the programme causes the 
effect?

� Have we ruled out other possible explanations for the effect?



Designs: Experimental Design
� Experimental design methods

� Treatment and Control Groups

� Pre-and post measures

� Treatment group: R O1     X   
O2

� Control group: R O1           O2



One-Shot Case Study

X O



One-Group Pretest-Posttest Design

O    X O



Static Group Comparison

X O
O



True-Experimental Design

R  O  X   O
R O O



Interrupted Time Series Design

O1 O2 O3 O4 X O5 O6 O7 O8



Multiple Group Interrupted Time Series 

Design 

�O1 O2 O3 O4 X O5 O6 O7 O8

�O1 O2 O3 O4 O5 O6 O7 O8



The “classical solution”
� Experimental design methods

� Treatment and Control Groups

� Pre-and post measures
� Treatment group: O1     X   O2

� Control group: O1           O2

� So, what is the problem here?
� Randomized designs are often difficult to implement

� Randomized designs are especially difficult to implement for complex 
interventions

� The underlying mechanisms by which the programme impacts the 
outcomes are not clear



Towards a general strategy

� Do not exclusively focus on a single “Rolls Royce” method 
for causal inference

� Use a strategic mix of methods that together will give you enough 
evidence;

� Address the questions for reflection discussed earlier.

� What level of certainty do you need?

� What level of certainty does the evidence support?

� Connect with purposes of evaluation.

� Elimination of rival explanations as an iterative process.

� Be guided by the program theory.



Eight Strategies

Davidson, pp. 71-81

1) Involve stakeholders early in your study’

2) Check whether the content of the program matches the 
outcome;

3) Look for other telltale patterns that suggest one cause or 
another;

4) Check whether the timing of outcomes makes sense;



Eight strategies (contd.)
5) Check whether the dose is related to the response

6) Make comparisons with a “control” or “comparison” group

7) Control statistically for extraneous variables

8) Identify and check the underlying causal mechanisms 


