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What is evaluation? And what it isn't...
“It is not an event at the end of a project but an ongoing process”*

It may seem strange to consider what evaluation is. Organisations are regularly required to complete
evaluations, so surely we all know what evaluation is, and how to do it?

Evaluation

Evaluation is undertaken to assess the success or failure of a particular activity in order to learn and
improve provision. Evaluation requires planning at the beginning of a project to determine the
criteria for success and to select suitable tools to capture learning. Evaluation is about investigating
what the work achieves rather than proving the value of the work?.

Advocacy

Advocacy is designed to promote the value of a particular activity using a positive selection of data.
Linking advocacy with evaluation can lead to organisations overstating their achievements and not
including their failures/ learning?®.

Similar data can be used for both evaluation and advocacy, but the intent behind the use of data
effects the conclusions that will be reached*.

Data collection

Data collection is the activity that will inform any evaluation and advocacy and includes day to day
monitoring, documentation and feedback. All evaluation and advocacy will be based on the
following:

Monitoring —This includes capturing information such as attendance figures, recording the
number of hours involved in a project, and the cost of the activity. Monitoring does not
capture the personal experiences or impact of a project but is useful for evaluation and
analysis®.

Documentation —This is typically visual evidence such as photographs, film and journals.
Feedback — Feedback can be gained through documentation collection but can also include
interviews and questionnaires which can be completed before, during and/ or after a

project.

Evaluation is simply a learning activity that requires planned data collection to answer set questions.

! Kellog Foundation (2004) p3

2 Jackson (2004) 8

3 Arendsen (2014) 20, 46-47

4 Arendsen (2014) 20-21

> McNeil et al (2012) 4; Art Council Wales (2008) 36
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Context of evaluation.
“Whose qualities and agendas do we work to when considering quality...?”°

The context of evaluation can make it challenging to address evaluation activity and possible change.
Current evaluation guidelines and frameworks are usually provided by funders who utilise their own
criteria rather than those of individual organisations. Organisations may need to use evaluation
reports to seek additional funding from those funders which leads to “...practitioners... having to spin
the evaluations in order to avoid punishment/ secure more funding in the future”’. Clearly it is
important to show that public money is being well spent but funders need to “support honest
evaluation and [give] freedom to acknowledge things that don’t go right first time, as part of an
important learning process”®. It is important not to blur the distinction between advocacy and
evaluation.

Evaluation is intended to capture the learning and experiences of those involved projects, so it is
important that this data is captured, and reported, in a manageable way. For some organisations,
particularly smaller organisations, evaluation can be burdensome. Organisations are often required
to provide evaluations for multiple funders and in multiple formats which can lead to ‘evaluation
fatigue’. Such an approach makes it unlikely that organisations benefit from the learning that takes
place and “funders have a role in shifting the current emphasis in reporting to encourage frankness

about artistic aspirations, lessons learned and future plans”®.

Why make a framework?

It is important that additional evaluation strategies and tools are easy to implement and do not add
significantly to the workload of practitioners!®. Frameworks, or other tools, can provide support to
organisations and focus their thinking on evaluation criteria; this would lead to more effective
evaluation.

A framework, or tool, that can be utilised by the sector across Wales may help provide leverage for
change at a funding level which could see the reduction of ‘evaluation fatigue’ in organisations. Such
a framework would need to remain flexible to capture the learning in what is a complex and
nuanced sector.

Quality principles and evaluation.

Evaluation is closely linked to the issues and debate surrounding quality within participatory settings
[for a comprehensive overview of the quality debate please see Hutchings (2014) and Blanche
(2014)]. The development of Quality Principles by Arts Council England and Youth Work in Wales
outlines what these organisations are striving for as they seek to develop practice®®.

 Hutchings (2014) 2

7 Arendesen (2014) 44

8 Blanche (2014) 120

% Blanche “2014) 120

10 Art Council of England (2014) 28

11 Art Council of England (2014) 9; Youth Work in Wales (2013) 5
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Examples of Art Council England Quality Principles include:

- Striving for excellence

- Emphasising authenticity

- Being inspiring and engaging
- Positive experience

- Actively involving

- Sense of progression

- Sense of ownership

Examples of Youth Work in Wales Principles include®?

Empowering young people

Start at whatever point young people are at in their lives
Inclusion and equality

Safely and development

As these are quality principles they need to be mapped against individual project objectives and
outcomes to become embedded within an evaluation strategy.

Characteristics of frameworks, toolkits and guidelines

There are a wide range of evaluation toolkits and guidelines which could support the development
of evaluation strategies within the participatory arts sector'®. Despite the wide range of tools, many
of the evaluation guidelines and toolkits share characteristics (see appendix 1 for examples of
evaluation frameworks). The toolkits and guidelines used during this scoping research recognise that
there is no single way to approach evaluation activity. Different projects and activities will require
different evaluation methodologies in order to assess the success of the activity and capture learning
based on the type of project, the resources available, and the questions that are being asked.

Whilst methodologies for data collection and the amount of data required may vary, the guidelines
all state that evaluation needs to be planned before activity starts and that it needs to be
proportionate to the scale of the work. Ideally all stakeholders, including participants, are involved in
all aspects of the evaluation to ensure ownership of the work. Participants, organisations, and
artists, are more likely to be fully involved in the evaluation if they feel ownership of the activity
taking place.

There are three main phases involved in any evaluation planning and activity which takes place
before, during, and after a project:

1) Planning.
All stakeholders need to be involved in the planning stage to agree on the scope of the
project and the evaluation strategy:
a. lIdentify the need for the project — why undertake the project?
b. Identify aims and objectives
i. What are you trying to achieve?

2 Youth Work in Wales (2013) 5
13 See bibliography section on evaluation frameworks and guidelines
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ii. What outcomes and outputs are suitable (see appendix 2 for examples of
outcomes relevant to the arts)?

iii. What activity is suitable and are there resources in place?

c. ldentify what success will look like in each project

i. Use aims and objectives to outline the outputs and outcomes that will help
you identify what success would look like. This will ensure that project
activity and evaluation strategy matches the aims identified.

ii. Decide what to measure - plan the evaluation of outcomes, implementation
and context!. Evaluation needs to be proportionate and relevant; it won'’t
be possible to evaluate or measure all aspects of a project.

iii. Decide what will act as an indicator of success on each project and decide
how it will be measured.

iv. Select evaluation tools and methodologies to use. The methodologies
chosen will depend on the project and the data required?®. Keep aims and
objectives in mind when creating monitoring and feedback tools

2) Activity
Evaluation activity is designed to create an evidence base that will help assess the success of
a project and any learning that has been made (see appendix 3 for examples of evidence
that can be used to evaluate a project).
a. Record and monitor the project
b. Collect and collate the data (including quantitative and qualitative data where
appropriate)

3) Analysis and Learning
a. What does the data tell us about why things happened?
i. Itisimportant to look at the impact of a project but it is also important to
look at why things worked, for who, and in what circumstances®®
b. What have we learned? And what should we do with the learning (what are our next
steps to turn learning into action)?
d. Who do we want to share our learning with?

Evaluating impact

Organisations may feel confident when undertaking evaluation of activity and implementation but
may find it more of a challenge to measure and evidence impact. It isn’t possible to measure all
impacts, so choose the most relevant or important impact to evaluate against and ensure this is
included during the planning phase of the evaluation strategy’. When evidencing impact of a
project it is important to consider and acknowledge the support and impact of other agencies. It is
also important to be aware that projects can have unintended, or negative, impacts as well as
positive impacts®,

To measure the impact of a project data needs to be collected at various points, including before the
start of a project, to measure any participant change. Data can be collected using self-efficacy

14 Kellog Foundation (2004) 20

15 Art Council of Wales (2008 ) 1,7-10; Woolf (2004)
16 Kellog Foundation (2004) 20

7 Arendesen (2014) 37

18 Matarasso (1997) ix
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guestionnaires/expectations questionnaires/ psychometric testing and can be supported by external
observation or self-reporting from participants®®.

engage Cymru Think Tank Session. January 29*" 2015

[Please see appendix 4 for think tank session plan and notes taken during the event]

engage Cymru, along with ArtWorks Cymru, organised a think tank session to discuss evaluation
within the participatory arts sector. The event was attended by approximately 25 individuals
representing organisations and arts practitioners across Wales. Kathryn Deane and Francois
Matarraso attended and provided observations throughout the discussions.

Attendees of the think tank recognised that the sector faced a number of challenges when
addressing evaluation:

e Difficulties of trying to ‘prove’ different things to different groups and funders. Attendees
felt that each group required a different ‘language’ and approach which made evaluation
burdensome

e The impact of participating on arts activities is well documented. Attendees wanted to move
away from evaluation models that asked for projects to prove impacts on participants

e Attendees agreed that it was important to be clear about the purpose of activity, evaluation
and advocacy.

Attendees expressed a desire for support in developing evaluation skills and techniques but
expressed reservation about the development of another toolkit. Attendees felt that it was
important that the onus for evaluation was not left with the arts practitioner but that support could
be more offered to organisations through the use of a ‘critical friend’.

Following in-depth discussions, attendees felt that changing the context of evaluation, and the
limited questions that funders ask, were important for the development of successful evaluation in
the sector. Attendees wanted to see frank and honest evaluations that could share learning and
practice. Attendees also wanted to see the development of strategic data collection that would
support advocacy for the sector in Wales.

The discussions raised at the think tank left attendees feeling excited about developing more
meaningful evaluation strategies where they had felt apprehensive. Attendees were keen to support
and see what can be developed for the sector.

engage Cymru “What'’s the Point?” Seminar. March 3™ 2015

[Please see appendix 5 for notes on the outline of the event]

engage Cymru, along with ArtWorks Cymru, organised seminar session to develop discussions on the
issues raised in the think tank meeting (January 2015). The event was attended by individuals
representing organisations and arts practitioners across Wales. Susanne Burns, Kate Travers and Dr
Lorraine Foreman-Peck, and Geraldine Murphy provided presentations. The afternoon session
involved small-group discussions to identify the next step for Wales.

Attendees of the seminar session identified a number of actions for developing evaluation in the
sector in Wales including developing training and support for organisations/individuals involved in

1% Art Council of England (2014) 11; Jackson (2007) 12
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evaluation, opening dialogue between funders/policy makers and arts organisations, and developing
resources.

Recommendations and Action points

These action points have been identified based on discussions and developments made during the
Think Tank in January 2015 and the “What’s the Point” Seminar in March 2015. Given the number of
evaluation toolkits that have been identified through the scoping, attendees at both events felt that
another toolkit was not needed. Attendees did want to see a range of support mechanisms for
practitioners as well as strategic dialogue and advocacy with funders and policy makers:

> Develop dialogue between funders/policy makers and the sector

o Organisations would like to be involved in establishing criteria for their own
evaluations and to see more meaningful questions asked as part of evaluation. The
sector should develop recommendations for funders/policy makers during sharing
sessions.

o Strategic advocacy to enable change is vital. The development of strong partnerships
to strengthen and advocate for the sector is vital

o Practitioners would like to see more honesty and shared learning included in
evaluation

o Ask funders and policy makes how our evaluations are being used to open up
dialogue

> Develop free access to evaluation mentors
o Develop peer to peer mentoring within the sector to support evaluation
development
o Train colleagues as mentors

> Develop an online resources library with case studies
o Providing a case studies template which can be completed and added to the
resources. Sharing evaluations and case studies provides real learning opportunities
through knowledge sharing.
o Develop a shared, and agreed, approach about what good evaluation looks like
o Organisations share and develop effective methods for the presentation of findings

Other actions and recommendations for the sector include:

> Organisations to develop evaluation policies as a statement of intent.

» Consider developing face to face learning opportunities to review and share existing
evaluation methodologies. Sharing/training days within the sector would enable the sector
to discuss and set their own evaluation parameters, ethos and values

> Consider developing action learning sets

» Develop and pilot compatible data collection which can be used across art forms in Wales.
This would enable greater advocacy for the sector

o Test and develop methodology to develop compatible data collection
o Develop more effective methods for the presentation of findings
= Develop shorter but more meaningful evaluation documents
= |mprove the use of visual documentation in evaluation.
= Develop agreed protocols for the use of visual documentation
o Produce a circle of enquiry investigating the ethos, values, best practice, and
methodologies in the sector
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Appendix 1: Examples of planning frameworks for evaluation.
1) Based on Framework for outcomes for young people (McNeil et al, 2012, 24)

What are we trying to achieve?

What are the most relevant outputs and outcomes? What outcomes are you focused on
(long/medium/short term?)

What is the best method to achieve the desired outcomes?
What resources do you have?
What are the best approaches to measuring the questions you want to answer?

|

What are the available, and suitable, tools for assessing the outcomes?
What is proportionate?

Measure outputs and outcomes

|

Evidence base
2) Based on Results Based Accountability Model (RLG 2010; Schneider 1997; Jordan, 2010)

What is the desired outcome?
Identify the need
Set goals

|

Identify partners who can help you achieve outcome

|

Set success indicators and performance measures
Is it specific enough?

Determine activity suitable to achieve aims
How strongly will it impact?
Is it consistent with organisations’ values?

Consider resources
Is it feasible?

J

Monitor activity and gather data

J
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Assess outcomes and outputs against aims and objectives
How much did we do?
How well did we do it?
Is anyone better off as a result?

3) Based on logic model Jackson, 2004, 14

What are your intended impacts?

What are your intended outcomes?

What are your intended outputs?

What are the activities?

What are the resources?

Why was the project developed?

Who are the stakeholders?

Who are the intended participants?

How will the project achieve the intended benefits?

J

Test the logic model

Where is the initiative coming from?

Are the resources sufficient?

Is there a need?

Do different stakeholders have different expectations?

Are activities likely to lead to outcomes?

Are there external factors that could affect your ability to reach outputs/outcomes?
Is the project right for your organisation?

How does it fit in with your organisations work?

Appendix 2: Examples of outcomes relevant to arts.
(Jackson, 2007, 10; Georgedd et al, 2009, 37; National Youth Work Wales, 2014, 6-7; Lowe, 2012,
2-4)

Enjoyment

Increase in confidence
Increaser in self esteem
Increased motivation
Increased creativity

Increased self-expression
Increased opportunity and propensity to be involved in the arts
Development of skills
Educational development
Increased employability
Increased tolerance

Building collective identity
Improved health and wellbeing
Economic impact

Reduced crime

Raised awareness

Social cohesiveness
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Appendix 3: Possible evidence for evaluating different aspects of projects
Jackson, (2004), 21

Resources: Timesheets
Appraisal information
Organisation forms
Financial forms
Activities: Observation forms
Artist evaluation forms
Organisational evaluation form
Outputs: Enrolment form
Attendance sheet
Performance/ exhibition/ publication
Outcomes: Questionnaire
Follow up forms
Artist evaluation forms
Participant evaluation forms
Impacts: Participant evaluation form
Figures on staffing
Suppliers
Independent sector evaluation

Think Tank meeting 29*" January 2015

Appendix 4: engage Cymru Think tank session plan and research notes

Think Tank session plan:
Engage Cymru — Think Tank Session — What are we trying to prove?
Thursday 29th January 2015

1pm Introductions and Agenda

1.15pm Observations from Kathryn Deane

1.30pm Observations from Francgois Matarasso

1.50pm Q1 — What are we trying to prove and who are we proving it for?
2.10pm Feedback and responses from FM & KD

2.25pm Q2 — What are we doing already and do we need to do anything different?
2.45pm BREAK

3pm Feedback and responses from FM & KD

3.15pm Q3 - What are our next steps?

3.35pm Feedback and responses from FM & KD

3.45pm Final Comments

4dpm END

Think tank format: The think tank participants were separated in to four tables to encourage in-
depth discussions. Discussions were followed by feedback sessions to the whole group and
responses from Kathryn Deane and Frangois Matarraso.
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Notes from Think Tank meeting

Kathryn Deane opened the event by discussing the differences between evaluation, research,
assessment, and advocacy. She explained that the use of data can be problematic and that data can
be used for marketing purposes rather than genuine evaluation purposes.

Frangois Matarasso agrees that there is a big difference between monitoring, evaluating, and
advocacy. He also explains that individuals are persuaded to change their mind through experience
and powerful arguments, but not through evaluation; few evaluation reports are read or used as
learning tools. Evaluation is inseparable to arts practice, however, as artists continually assess their
practice. Matarasso calls on organisations to take responsibility for their own evaluation rather than
give the responsibility for evaluation to others.

Question 1 Feedback session - What are we trying to prove and who are we proving it for?

e What we are trying to prove depends on who we are talking to (e.g. different funders may
require different things/ diverse groups/ partners). The language is different depending on
the different groups

e We need to understand why we want to prove things before looking at what/who

o We shouldn’t need to ‘prove it’ but we want to show that we make a difference to
individuals and society — it should be about learning and sharing

e We are trying to prove our worth an value

e We try to prove outcomes (e.g. organisations have to identify outcomes when applying for
funding, even before meeting partners/ participants — these are then left out of the
evaluation proves and lack power).

e We try to prove that we have met expectations/ show how we manage expectations

e Funders ask about impact (both long and short term impacts). It is difficult to measure long
term impacts, and we’re not necessarily in the best place to measure this

e We try to prove the quality of experience for ourselves and participants

o We are interested in the creative aspect of the work — not just outcome led.

e We need to recognise the benefit and value of the data that we collect — what should we
regularly collect?

e We want to demonstrate confidence and professionalism

e We need to recognise the important of ongoing feedback and documenting evidence during
a project

o Use creativity to tell a story and to get the message across in a more effective way
o Play to our strengths

e There are limited questions from funders which can feel like hoops to jump through.
Organisations often ask their own, parallel questions.

o Can we use our skills to engage with the feelings of decision makers and not just
collect data?
o Can we ask funders for more creative ways of thinking/ documenting etc.

e How can we better articulate to the participants what we have achieved together?

e The value of participatory arts is subjective but we need to understand how to define the
collective journey of those involved.

10
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Observations from Frangois Matarasso

What do we mean by the word quality? If we are interested in good/better practice we
shouldn’t be afraid to use those words. What matters are the questions that we ask
How do we involve the participants? Do they understand the purpose of the project? If
participants don’t understand that purpose of the project is it false involvement? What to
participants what to get out of a project? Even if we can’t involve participants in the
conception of a project do we know what their expectations/hopes are?
Reservation about the use of “impact” in participatory arts. Artists don’t go into a project to
have an impact but to do things together. The point of the experience is that you can’t
guarantee the impact.

o Although artists have a responsibility to ensure that no one regretted being part of

the journey

Value is subjective but we need to consider what is special about what we do (this is well
documented). What is distinctive about being involved in an arts project and how can we
share that?

Observations from Kathryn Deane

There is an entanglement about what we have done and what is expected.

We do need to make sure we don’t ‘overclaim’

We might be interested in the artistic outcomes but this is not often a funder’s priority. We
end up trying to prove different things to different people and losing our identity. We need
to consider why we do what we do — what is the point of our organisation?

We need to advocate to funders about what they should want to know about and what they
should ask.

Don’t separate the instrumentality/intrinsic nature of what we do

Question 2 Feedback session - What are we doing already and do we need to do anything different?

We are doing valuable work
We need to ask why we are doing evaluation, rather than see it as a burden. We need to be
clear about our purpose
We need to acknowledge the progress that we’ve made

o We need a ‘critical friend’ to help us with evaluation but to recognise what we do
We need to do less but do it better

o We collect lots of data but we’re not always sure what to do with it. We have lots of

incompatible data across projects, so we can’t show what we’re doing as an
organisation
> We need to be more strategic to embed reflection and share learning (can
we build reflection time into a project?)
> Evaluation is not a tick-box exercise but a tool to help shape and improve

our practice
We need to encourage people to be honest — can the use of technology
support this? What other creative methods can we/do we use?
We need consistent data sets across organisations to advocate for the sector
Presenting findings (why write an evaluation report if it is never read?)
We need to create compelling stories — case studies are important
Do we need more training to support reflection and documentation
We need to use the data to learn from and make a difference
Partners need to be part of the experience — working together as partners, asking people
what they need and how the arts can support them

A\ 4
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We need to establish a relationship with funders. We need to be able to ask them questions
We need to ‘reveal the real reptile’ — we are very good at being chameleon’s for different
partners but we need our partners to know it’s about the art
We need to focus on advocacy
o E.g. Make the case for small, rural, organisations by advocating for the art work and
the level of the work that is happening
o We play down what we do
o Participants are important advocates. Although long term tracking is difficult in one-
off projects

Observations from Kathryn Deane

How can we ensure change? We need to advocate to different people — we need less
advocacy but we need to advocate more effectively.

We need to choose our battles/issues

There is lots of evidence to show the impact/outcomes of participation in the arts. Can we
look at new/ meaningful things (e.g. developing compatible data sets)

We need to consider the quality of our advocacy and research

Observations from Frangois Matarasso

Feel encouraged by the discussions. Maybe what we have been talking about is not an
evaluation tool kit, but about working together and extracting the value of what we all do.

Feedback session — Question 3: What are our next steps?

We need to stop asking meaningless questions — why are we doing things?
We need to start evaluation sooner and evaluate with different partners
We need a shared approach across Wales for data collection (more powerful)
o We need to pilot and review it
o Share and agree consistent data collection methods
o Create and share data
o We can show what we have achieved and then offer reasonable expectations to
future partners
We need to share best practice as well as learning and resources — potential for
collaborative working
Instead of an evaluation toolkit we should be reviewing past evaluation work and methods
o There a lot of toolkits out there
o We need agreed parameters to help with evaluation but maybe they should be
questions/ ethos and values/ enquires rather than a toolkit.
We need something that doesn’t put the onus on practitioners but supports them
o  Whilst we don’t need a toolkit, we do need support and help. Perhaps a ‘critical
friend’
Could there be extra funding available for specific ‘learning projects’?
o Call out to organisations to do this
o Share learning
We need to share best practice as well as learning and resources
We need to stop asking meaningless questions — why are we doing things?
We need to start evaluation sooner and evaluate with different partners

14



Evaluation Frameworks and Principles Mapping for engage Cymru
Eleanor Sellers




Evaluation Frameworks and Principles Mapping for engage Cymru
Eleanor Sellers

Observations from Kathyrn Deane
e Seems to be a lot of agreement in ideas across the room
e We still need to consider why we’re doing what we’re planning to do

Observations from Frangois Matarasso
e There is the possibility of a new way of working
e We need to remember that nobody knows or cares as much as we do about what we do. So,
why do we let others set the parameters?

Appendix 5: “What’s the point?” Seminar outline and notes

Seminar session outline and notes
“What’s the Point?” Seminar Wednesday 4" March
[Notes taken by Angela Rogers]

Morning session included 3 presentations:

e Kate Travers and Dr Lorraine Foreman-Peck gave a presentation on Responsive Evaluation. A
case study based on 'Held in Hand' - a large scale multi agency project with Leicestershire
City Council — was used to demonstrate how Responsive Evaluation is used in practice. A
report on the project is published:
https://exchange2010.livemail.co.uk/owa/redir.aspx?C=1{7P41E20UeQgXPt50QeOw74ssPX
KtlISLMxra8eE-trtc-

ElxdvOtgPlymoWAG2pPluteljciA.& URL=http%3a%2f%2fwww.artsmuseumlearning.com

e Susanne Burns’ presentation 'In Harmony' discussed the use of National Occupational
Standards and shared experience and knowledge of evaluation as a formative process.
Evaluation should run alongside projects and generate learning. Her approach looked at how
outputs are only part of the picture; we need to maximise the process and
improve professional development for all involved along the way - 'contribution not
attribution'

e Geraldine Murphy presented on the Results Based Accountability (RBA) system.
In 'Turning talk into action' Geraldine outlined the Results Based or Outcomes Based.

Afternoon session: involved a discussion on 'What are our next steps in Wales?"

o Delegates discussed this question in small groups and were asked to come up with actions,
or a shopping list of 3 practical actions which engage Cymru could take forward.

e A lList of 12 actions proposed by delegates, who were then asked to vote for their top 3. The
top 3 were:

1. Share dialogue between the sector and funders/policy makers. During the sharing
events the sector would make recommendations

2. Free access to evaluation mentors (possibly peer-to-peer evaluation including
training up colleagues as mentors)

3. Online resource evaluation library with case studies. This could include
development of a case study template which sector colleagues can download,
complete and add to the resource.

o The other actions were also identified:

16
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Organisations pool data on agreed measures

Investigate how our evaluations are being used (opening up dialogue with
funders/policy makers)

Share best practice face to face

Face to face training

Top tips for methods

Ring fencing within funding for evaluation

critical friends (peers)

action learning sets

17
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