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Grantee Gathering January 20, 2009
Maximizing your Project Impact

Consider...

Using Vital Signs to help measure your impact
Resources for Communications 
Forming new Partnerships 
Enhancing your Financial Reports 

Adapted with thanks to the NWT and Nunavut Literacy Council, with funding support from Public Health Agency of Canada and Health Canada. 
For further use or questions, please contact: Marg Rose, Director of Community Initiatives and Grants, Victoria Foundation  250-381-5532

Agenda
9:30 a.m. 

Environmental NGO Strategy Session




Thanks to Nikki Wright of SeaChange for assistance

10:00 a.m. 

Connections exercise and set up displays
My name is________.  My organization makes a difference by___________________but needs________________
10:15 a.m.

Using Vital Signs to enhance the impact of your report



Thanks to Sharlene Smith, CommPlan Canada

11:30 a.m.

Considerations for Maximizing Communications 




Thanks to Shannon Drew Burrows, Victoria Foundation
Noon


 Food for Thought: lunch and reflections on the morning



Table discussions with community advisors 
1:13 p.m.

Considerations for financial reporting and partnerships
Thanks to Wendy Webb, Manager of Business Development with Open School BC and BC Procurement and Supply Services 
1:45 p.m.
Next steps: Check AFP, CAGP, Volunteer Victoria workshops and Executive Director breakfast series. Suggest other areas for Victoria Foundation sessions.
Using Vital Signs to add impact to your project
Please peruse the 11 Vital Signs indicator areas in the 2008 report.

A.  Identify up to three issue areas within Vital Signs that your project supports.

1. Best fit: 

2. Another area of impact:

3. Another area we may influence: 

B.  Using one of those areas, identify:
1. Ways that your project benefits or supports the area:

2. Specific indicators or data in this area that your project influences:

3. Using your project plan and the evaluation tips in the following section, please list methods that you could use to measure the success or impact of your project: 
	Consider methods of evaluation
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Evaluation is an important tool that your organization can use to show that it is accountable, to improve programs, and to better access funding in the future. Project evaluation helps our donors and committee members understand the progress, success and effectiveness of the projects we are funding. You can use the results of your project evaluation to:

· Identify ways to improve your project activities;

· Make changes to your project plan;

· Prepare project reports;

· Plan for long-term projects;

· Demonstrate your organization’s ability to develop and deliver projects;

· Learn more about the strengths and weaknesses of the project.

	Develop an Evaluation Plan
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Step One: Project Goal

· State your project goal. Your project goal is a broad statement about the purpose of your project outlined in question 3 of your EOI. A project goal is supported by up to three objectives. 
Step Two: Project Objectives:

· Your objectives were part of question 4 from the EOI. Objectives describe the ways in which you will carry out your project goal. You will be able to use these objectives throughout your project to see how well you are doing in reaching your project’s goal. 

Step Three: Identify Evaluation Stakeholders

· Stakeholders are the individuals or organizations that have an interest in your project. Prepare a list of individuals and organizations that have an interest in your project. Identify potential evaluation participants to enhance the EOI question #9. Ask them to be part of the evaluation team. Confirm the users of the project that you outlined in #7 in the original EOI. 
Step Four: Project Outcomes

· The outcomes of a project are the changes that happen after your services and mission is achieved, as outlined in EOI questions #2 and #3. Outcomes are changes or effects that participants or other stakeholders of your project experience as a result of their involvement. Because outcomes of your project may appear gradually, it is often helpful to divide them into two stages – immediate and intermediate outcomes. For example the intermediate outcome or result of a family literacy project might be more parents reading to their children.

Step Five: Selecting Evaluation Types

Selecting an evaluation type provides direction for your evaluation. We provided a budget line for evaluation in your EOI template.  You can do both a formative evaluation and a summative evaluation of a project. Formative evaluation is an ongoing evaluation that starts early in the project. It is used to monitor activities to make sure a project is running smoothly and help you monitor your project and make changes as it unfolds during the coming year.
Formative evaluations can be done by internal staff. An example of a formative evaluation might be asking participants of a workshop to fill in an evaluation half way through the training. The feedback you receive will help you meet the needs of the participants.

Summative evaluation is an overall assessment of the project’s effectiveness and achievements. It also provides information for future planning. This type of evaluation should be done by someone outside the project such as contacting the Community Based Research office at UVic, Externs from the MPA courses at UVic, or graduate students in the RRU Leadership program or colleagues in the Executive Directors Network of Volunteer Victoria. A summative evaluation might be done by a phone survey or focus groups.

Step Six: Choosing Evaluation Questions

Evaluation questions are the key questions that you need to answer to help you understand the impact, effectiveness and achievements your project has had. You will have different questions for formative and summative evaluations. 
Sample formative evaluation questions:

· Are the activities happening as planned?

· Is the project reaching the target audience?

· Is the project reading the intended number of participants?

· How satisfied are the participants of the project?

· How should the activities be modified to meet the needs of participants?

· What lessons have we learned so far?
Sample Summative evaluation questions:

· Did the participants experience any changes in their skills, knowledge, attitudes or behaviours?

· What changes were expected? What changes actually happened?

· What are the effects of the project on our organization (pride, networking, partners)?

· What could be the long‐term impact of this project?

· What could we have done differently to be more effective?

· What are the lessons learned for the future?

· What would we like to continue?

 Step Seven: Choosing Evaluation Tools
On the EOI, we asked how you were going to measure your project’s success  in question #8. Evaluation tools help you gather the information you need to answer your evaluation questions. You can use both formal or informal ways of gathering information. Formal evaluation tools include focus groups, interviews and survey questionnaires. Informal evaluation tolls include observation, informal conversations and site visits. The chart below may help you decide on what tools to use.

	Evaluation Tool
	Description
	Formal
	Informal

	Survey
	A written document that is give to participants at the end of the workshop.
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	Interview
	A set of questions about the project that are asked of a target group
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	Focus Group
	Group discussions about the project.
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	Evaluation form
	A set of questions for a target group at the end of the project.
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	Observation
	Notes taken during the project.
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	Critical Conversations
	Talking to participants about the project and logging those responses, analyzing
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	Anecdotal
(stories)
	Stories about the project described by staff or participants 
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Step Eight: Identifying Evaluation Indicators

Indicators are measurable factors or evidence that show the extent of the project’s progress, success or achievements. Indicators can be quantitative, such as the number of participants, number of hits on your website, and rate or rank of opinions. They can also be qualitative, such as positive or negative feedback, problems or comments. You can also use project outputs or deliverables as indicators. For example, if one of your objectives is to provide other agencies with a family literacy tool kit, a complete version of this kit is an output or deliverable that indicates your project’s progress.

How to identify evaluation indicators?

1. Review the project objectives and think of the information and evidence that you need to demonstrate the achievement of each one.

2. Review the evaluation questions and think of the information you need to answer each question

3. Review the project activities and look for any measurable factor indicating each activity’s progress.

4. Review the projected project outcomes and think of the information and evidence that ensure those outcomes occur.

5. Review the project output or deliverables and determine how they can represent the project’s progress and achievement.

Examples of Indicators

Quantitative indicators 
· Response rate to an advertisement or announcement

· Number of hits on your website

· Number of inquiries
· Participants’ level of satisfaction (for example 1 – 4 scale)

· Number of resources used
Qualitative indicators

· Types of inquiries

· Feedback on workshops or training

· Reported or observable changes in attitudes, behaviours, skills, knowledge, habits, etc.

· Analysis of types of problems or complaints

· Participants perceptions of the project or services
Products as indicators of output
· Number of workshops held

· Number of people recruited/trained/graduated/responded
· Resource developed and partners involved
· Number of resources distributed

· Website hits, replies
· Training kit or workshop tool piloted
	Evaluation Tools

1. Focus Groups

2. Designing Questionnaires

3. Surveys

4. Interviews
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Focus Groups

What is a focus group?
A focus group is a guided discussion used to explore people’s thoughts, feelings, and opinions on a specific topic. Usually, focus groups involve six to 12 people who are asked to respond to a series of questions. A focus group usually last about two hours. Often groups do several focus groups to get better information about their project. Focus groups help obtain information that may be otherwise difficult to get.

When should you use a focus group?
Often focus groups are used to evaluate a large project that has run for several years. It is not necessary to use a focus group for small projects.

Designing Questionnaires

What is a questionnaire?
A questionnaire is a tool for gathering information from individuals and organizations. They can e used to measure opinions, attitudes, behaviours, and perceptions. You can also use them to collect demographic information such as gender, age, etc.

 Types of questions

Open ended questions ask people to answer in their own words. For example: Why did you attend the family literacy program? The information gathered from open‐ended questions is considered qualitative information.

Closed‐ended questions ask people to select an answer from a list. For example: Which of the following is the main reason you attended the family literacy program? The information gathered provides quantitative data.

Tips for designing a questionnaire

· Questions should be easy to read and understand.

· Questions should explore one piece of information and be related to the project.

· Questionnaires should be organized so that the questions are arranged in a logical order and the first few questions are easy to answer.

· Use both closed and open‐ended questions.

· Test your questionnaire on a few people: 

· Make sure it is only 15 minutes long

· Make sure that all the questions are easy to understand and answer

Surveys

Surveys help to study individual opinions, attitudes, behaviours and beliefs by using a set of questions for a small group of people. Surveys use a sample of the target population. Sampling means that you only select some people from the target audience. You would use this kind of evaluation tool if you had a large target audience. For example: You might survey your community to find out if the advertising you used for your program was effective.

Interviews

An interview is a conversation for gathering information. Interviews can be conducted face-to-face or over the telephone. The Internet is also emerging as a tool for interviewing. Interviews are used to collect in-depth information on people’s opinions, thoughts, experiences, and feelings.

How to conduct an interview?

· Define your objectives. Identify what you want to achieve and the information you need to gather.

· Choose appropriate people.

· Decide on how you will conduct the interview. (telephone, face‐to‐face, Internet)

· Decide on how you will ask people to participate.

· Decided on how you will record the interviews.

· Make a list of questions.

· Decide on who will conduct the interviews.

 Step Nine: Evaluation Map
Take all the information that you have developed for your evaluation and put it all together in an evaluation map. This map will show you and your funders like us at a glance how you plan to show success of your project. It will outline all your activities and provide details on your evaluation plan. It should include: objectives, activities, indicators, evaluation questions, evaluation tools and sources of data. The following worksheet can help you prepare your reporting tool to distribute to your staff and back to the funders.

	Consider Partnerships 1
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A partnership is formed when people with different backgrounds, ideas, skills and resources agree to work together, as equals, to reach a common goal. Partnerships usually form when groups of people have a common cause or a common need. Most projects these days are required to have some partners.We encourage our grantees to explore partnerships within your cluster and beyond. Community-based partnerships happen when the common cause or need is felt by the community. We encourage strategic planning based on partnerships and sharing of resources, facilities, specialized employees and target groups.

 1. Adapted from Tea you could trot a mouse on: The elements of Community-based Economic Development, by Barbara J. Parker, pages 238 – 267.

Why form a partnership?

	· Bring different people together
Partners from different groups can bring different ideas and views 
· Get inspired
Partners can bring new ideas and enthusiasm to the project.

· Lighten the workload
Partners share the work and the responsibility.

· Save resources
Partnerships can save money by sharing things like equipment and materials.

· Build on success
The more people involved in the project, the more ideas and better chance of success.

· Give strength
Partnerships can give people a united voice which is often heard more than a single voice.
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Consider planning your budget reconciliation

The budget gives details about the project’s expenses and revenue. For each Project we fund, your budget report should show:

· How much money you requested, and where you planned to spend it. 
· How much you actually spent and how
· What in-kind support you received for your activity. In-kind support means non-monetary resources and support given to the project from community groups, agencies or businesses. For example, the local store might give you food for a volunteer appreciation evening. This is considered in-kind support. Or the local school might give you space to hold your event. This is also considered in-kind support. You will have to obtain a value for that support from the “donor”.
· What additional funding you needed and received, or fell short, for your project
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Writing Tip

Make sure your budget adds up. Check your budget several times to make sure the numbers are correct. And make sure you include all the in-kind support and other funding sources you have for your project. The Victoria Foundation is rarely able to be a 100% funder, and we appreciate seeing how you obtained full support from various sources for your project.
Sample activity: Look over the forecasted budget below. How many project partners contributed to the budget? Which are they?

What is the percentage of the total project that the Victoria Foundation is being asked to fund?

What is the total value of the in-kind gifts that are reducing the cash outlay from other partners?

What budget lines could go awry over the coming year, based on your experience?

Exercise: Charity ABC Marketing and Community Collaboration Budget report
	Budget Item 
	Total VFdn 
	Other revenue (cash)
	In Kind support 
	Total
Budget

	Wages for personnel

	One coordinator for workshop/PSAs at $200 per day for 30 days 
	$5,000
	    $1,000 (BC   Govt) 
	 
	$6,000

	Facilitator at $ 200 per day for 2 days 
	   400 
	 
	 
	  400

	One  event planner contractor at $100 per day for 25 days 
	   500 
	   2,000 (VIHA)
	 
	2,500

	Community theatre group support
(theatre director $100/day X 5 days) 
	      0
	 
	 500
	   500

	Transportation and Catering
	 
	 
	 
	 

	20 workshop participants 

	     0
	 
	 400 (bus tickets)
	  400

	Lunch for 20 for 2 days x $10/pp ($400) 
	     0
	 
	 400 (Thriftys)
	  400

	Materials

	LCD projector, Paper, flipcharts, overheads, other workshop supplies 
	1,000
	 
	1,000 (school) 
	2,000

	Photocopying training material
	0
	   1,000 Rotary sponsorship
	  400
	1,400

	Rent and Utilities

	$100 per day for 2 days for site
	
	 
	  200
	   200

	$2000 for space for community play
	
	 
	 2,000
	2,000

	Evaluation

	Evaluation and report for workshop, PSAs, learning resource and community play
	1,000
	 
	 1,000 (UVic)
	2,000

	Survey mail out (.52 x 1000 copies)
	   520
	 
	 
	   520

	Total 
	 $8,420
	 $4,000
	$5,900
	$18,320




Now, provide a budget reconciliation to account for the following actual outlays:
a. Wages had to be shuffled, since they could not hire a coordinator who would work for $200/day for 30 days and a facilitator for the workshops on such a short-term arrangement. They used one of their own staff for both roles, and allotted  $7,500 plus 14% MERCS to play both roles. 
b. They then hired a special events coordinator at $2,000 to do the logistics and workshop hosting details. They could not find a theatre student/director to assist in mounting the fall report popular theatre style as a donation, so they asked Kathy St. John of the Belfry Theatre staff to donate some of  her time to this project, and paid her a $250.00 honorarium, and worked with Brian Richmond and Ingrid Hanson of Blue Bridge theatre to guide their efforts (value of $1,000 in kind).
c. They were able to recruit 20 participants, but only 14 participated until the workshop and play. All were low-income, so bus ticket donations from the Community Council were increased to a value of $700.
d. Thriftys donated $200 in food vouchers for the luncheons during the training, so they also went to Costco, which donated $150 in kind.
e. Victoria High School donated use of their theatre for a training site, as well as all materials and use of their LCD projector, screen and even a senior student in the Graphic Arts program to run it for an evening. Rotary Club of Oak Bay agreed to cover the cost of printing, in return for logo and verbal recognition on all uses of the workshop materials, for $3,000 sponsorship fee.
f. Two graduate students involved in community-based research at the Health Promotions centre served as evaluators for a small honorarium of $100/person. They helped the project staff design a survey monkey baseline and follow up survey, focus group protocol, collated the mail out surveys, attended project plans, briefings, meetings, and all workshops and the play presentation and wrote up a report. The project team had to pay $200 to the staff secretary to transcribe two hours of focus group meetings as well, and would like to take that outlay from this budget.

g. g. The staff forgot to add the cost of envelopes to the mail out and a SASE, so the costs would have doubled, so they only surveyed 500 by mail and did a client satisfaction survey on-line with 200 clients, to reach an n=700.

Try it...just  insert the above information into the budget Actual column and jot the letter of the paragraph above that provides the rationale for the variance.
	Budget area
	Projected
	Actual 
	Reason for variance (a-g)

	Salaries

Coordinator

Facilitator

Resource contractor

Theatre director
	
	
	

	Transportation
	
	
	

	Catering
	
	
	

	Materials
	
	
	

	Rent and Utlities
	
	
	

	Evaluation
	
	
	

	Totals
	
	
	


Leveraging your Budget 
Add or edit our listing of other sources of funding and partnerships on our website under the Granting Programs tab at  www.victoriafoundation.bc.ca. Other ideas:
Volunteer Victoria Workshops for Non Profit organizations
· Proposal Writing That Works
Tuesday, January 27, 2009, 9:30 am - 3:30 pm
Do you want to learn how professional fundraising works? This workshop is aimed at organizations that want to develop their grant and proposal writing skills. Learn how to communicate more effectively with funders and plan for success. 
· Running a Mentorship Program 
Thursday, January 29, 2009, 9 am -noon
More and more agencies are recognizing the value of a mentorship program. Join leading expert in the field, Rey Carr and members of the mentorship task force for workshop on how to create a successful mentorship program. 
· Volunteer Recruitment Fair at Hillside Centre:
Saturday, February 14, 2009, 9:30am 5:30pm.   

Now full and being wait listed. 

· Welcoming Cultural Diversity
Friday, February 27, 2009, 9:30 am - 12:30 pm
Join two leading experts in the field, Steven Lorenzo Baileys and Moussa Magassa.
·  Volunteer Recruitment Fair at the Bay Centre:
Thursday, April 23 & Friday, April 24, 2009, 11 a.m. to 3 p.m.  
· The Mystery of VolWeb: 
Have you been wondering "How do I post a volunteer position?" or "What can I say to attract more volunteers?" or "I can't remember my user name and password”. For one-on-one support for VolWeb, every 1st and 3rd Friday of the month, from 9am-12pm drop in or appointments for coaching.
· Sign up for their E-Link weekly posting of news and jobs
University of Victoria

Furniture and Equipment Needs

Friday afternoon sales to the public/ low-income clients, or free to an NGO

Contact Stephen Wylie at 250-472-5148 or swylie@uvic.ca
Province of British Columbia

Procurement discounts on office supplies, hotel, car rentals, furniture as listed in the info package today. Contact Wendy.Webb@gov.bc.ca
Worksheets for Staff Development back at the office
	Evaluation Plan Worksheet
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You may find it helpful to use this template below to create your evaluation map. Step One: Project Goal


What did you state you were trying to achieve in the EOI?
 

  

 Step Two: Project Objectives: 

What are your objectives?

1.

2.

3.
  

Step Three: Identify Evaluation Stakeholders

Who are your partners and stakeholders?

 

 

Which stakeholder should participate in this evaluation?

 


Which stakeholders will need information from this evaluation and will see the
results?

 

 

Step Four: Project Outcomes


What outcomes do you expect to achieve during or right after the completion of
your project?

 

 

What outcomes do you expect to achieve within three to six months after the
completion of your project that you can attribute to the activities of your project?

 

Step Five: Selecting Evaluation Types


What evaluation type will you use?

 Step Six: Choosing Evaluation Questions

What evaluation questions will you use?

1.

2.

3.

4.

5.

6.

 

Step Seven: Choosing Evaluation Tools


What evaluation tools will you use for each question?


1.

2.

3.

4.

5.

6.

Step Eight: Identifying Evaluation Indicators
What are your indicators?

 

Quantitative

 

Qualitative

 

Products--Outputs or Deliverables

Step Nine: Evaluation Map


Fill in the chart on the next page, with all the information from your evaluation plan. This chart will help you organize and keep track of your information.

 
	Objectives
	Project Activities
	Indicators/
Deliverables
	Evaluation Questions
	Evaluation Tools
	Sources of Data

	 
 
	 
	 
	 
	 
	 

	 
 
	 
	 
	 
	 
	 


1

