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manage the risk of program
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The Pitch

A program can be represented simply as
proposition that a certain course of action will lead
to a certain set of outcomes

An evidence-based program will provide good
reasons to think it will be effective

A sound evidence-based program will make sense
‘on paper’ and ‘in reality’

We can manage risks of program failure using a
Design, Monitor, Test, Learn, Adapt process
* Design Risks

* Operational Risks
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WHEIRE
Program
Design logic?

A program can be represented
as a proposition that a certain
course of action will lead to a
certain set of outcomes

Program Design Logic sets out
this proposition in the form of
necessary and sufficient
conditions

A program is not the only way to achieve
something but it should be sufficient

An evidence-based program should make sense ‘on
paper’ & ‘in reality’

A rational program has components that we think
are necessary and when all achieved are sufficient
for bringing about some outcome

A program will rely on assumptions and be
impacted by external factors

PDL renders programs as ‘casual packages’ not as
‘causal chains’



Key terms

Conditions — not so much outputs and outcomes
although these can be used. Written as

‘who or what is in what condition, state etc’

‘Caused’ — the configuration of conditions was
sufficient for a change to occur

Sufficient — it was enough

Necessary — wouldn’t happen without it

Contributory — affected in someway



Condition we ultimately want to see

External factors

Condition for which the intervention is expected to be sufficient

N ecesSsa I‘y condition for N ecessa ry condition for N ecessd I’y condition for

our intervention to be effective our intervention to be effective our intervention to be effective

Actions Actions Actions Actions



enthymeme
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* Premises or conditions must be
discovered (some are not stated —
they are implicit assumptions)

* The conditions and conclusions are
probable but not certain

* The subject matter is contingent

Otherwise it is like a logical syllogism
used for practical reasoning




__ Our intervention needs to
contribute towards this

People eat the cake

Cake is distributed
Cake is baked
__ These are necessary for
Ingredients are combined in the our intervention to be a
right order success
Necessary ingredients are
VCIELE B

— Our intervention needs
to be sufficient for this to
occur




Cake is baked

This is only partially achieved by our cake, what
about everything else going on?

External Factors

Sometimes we combine ingredients and bake a cake

but the cake may not be eaten.
What if people aren’t hungry?
What if they don’t like any form of cake?

Assumptions

These do not lead to the next step — but are
necessary preconditions for the cake to be
eaten.

Ingredients are combined in the
right order

Necessary ingredients are
available

They are not the only way to ensure a cake is
eaten at work — but they are needed for our
course of action to work.



If we assume people in the office like cake and are hungry/
polite enough to eat some at morning tea then it is an
assumption and we don’t do anything about it.

Assumption or pre-condition?

People in the office like cake

Cake is distributed
It may be an early condition or a later condition, or it
may not really matter. If we need to stimulate demand
then its an early step. If we can take the cake
somewhere it is liked then it is a late step.

Cake is baked

Ingredients are combined in the

right order

_ _ _ If we think we will need to stimulate demand then we will
Necessary ingredients are available need an action that results in the condition that people in

the office like cake. Maybe some propaganda that ‘eating
People in the office like cake cake makes you happy?’




Assumptions
Magistrates consider that due
processes have been followed

and are willing to sentence Pilot
participants

Assumptions
Focus on early resolution does
not slow down the rest of the
for the criminal justice system

Disposition of matters through the criminal justice system is more

efficient with no degradation in the quality of outcomes

Assumptions
Defence have an incentive to
adhere to Early Resolution
Pilot timelines and enter into
early guilty pleas

Appropriate early guilty pleas are entered into prior
to a matter being transferred to Court

Defence and prosecution obtain and use the
necessary and sufficient materials ‘early’

Assumptions
Police have an incentive and ability
to adhere to Pilot timelines
including the collection of
necessary and sufficient materials
& do not downgrade charges in
order to meet Pilot timeframes

Defence and prosecution counsel with sufficient

knowledge and authority to make decisions are
involved with the case ‘early’

Program stakeholders (clients, members of judiciary, magistracy, court registries, QPS, Legal

Aid) understand the rationale for the pilot and engage with it

External factors
The results of the
Pilot are accepted

by the broader
community as fair
and just




Where is the theory of change?

‘Theory of change’ and ‘theory of
action’ are common terms in evaluation

This particular program does not need
reasons or warrants to think that if we
do something quicker and avoid
unintended consequences things will be
better

Other programs may need detailed
reasons, and theories as to why the
conditions will be brought about

Theory plays an important role in
providing reasons why a program or
component is thought to be effective

BUT a program is not itself a theory.



Why is this approach important?

Evaluation should support an honest
conversation about the likely value of what we
are willing to fund.

A logical rather than theoretical approach will
support conversations about what a program is
actually sufficient for (and if that is ok?) without
confusion about ‘theory of change’ or ‘theory of
action’

Problems in program logic stem from an implicit
assumption about causality and the desire to
present a ‘causal chain’ rather than ‘causal
package’

Often this approach does not put a brake on
overly optimistic ideas about what a program is
actually designed to be sufficient for and what it
may only contribute towards

1. A program can be evaluated while its on paper
—is the argument sound?

2. If our assumptions hold and if each step on
the way to our intended outcome were achieved,
would our intended outcome follow logically?

3. It can then be evaluated once its in the field —
is each proposition well grounded? i.e. to what
extent did each condition actually occur,
together were they sufficient and was each
action actually necessary?



What do we mean by caused?

* The presence of something is invariably followed by the
presence of something else (successionist)

* The configuration of certain somethings immediately brings
about a new something (configurationalist)

* The presence of something with certain latent powers in
contact with the latent powers of something else creates a new
something (generative)



How is this approach limited?

Reliance on what we think we know about the world

and our interventions - but this is necessary for rational policy
making, it is also necessary for knowledge about what to do in the future.

Logic is rarely complete at the outset - there are many fallacies,

it must be updated with new knowledge about whether each condition is
necessary, whether they are sufficient, what assumptions may or may not hold
and what external factors matter.
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Designing an appropriate approach to monitoring
and evaluation is about managing risk

* Operational risk
* Performance risk — actions are not implemented
» External factor risk — the operating context overwhelms the program effect

* Design risk
* Assumption risk — assumptions we made about the operating context don’t
hold

* Theoretical risk — theories about why certain actions would lead to outputs
don’t hold

* Logical risk — theories about why the outputs would collectively lead to
outcomes don’t hold



Designing an appropriate approach to monitoring
and evaluation is about managing risk

* It doesn’t make sense on paper — logical risk

* It makes sense on paper, but assumptions don’t hold, so it
doesn’t work — assumption risk

* It makes sense on paper, but we didn’t do what we said we
would do, so it doesn’t work — performance risk

* It makes sense on paper, assumptions hold, we do what we said
we would do, but outputs don’t materialise, so it doesn’t work —

theoretical risk

* It makes sense on paper, assumptions hold, we do what we said
we would do, outputs materialise, but intended outcomes don’t
follow, so the array of outputs was not actually sufficient to bring
about a desired future state, so it doesn’t work— logical risk

* It makes sense on paper, assumptions hold, we do what we said
we would do, outputs materialise, intended outcomes follow, but
longer term outcomes don’t materialise—external factor risk



External factors
The results of the
Pilot are accepted

by the broader
commuNgg#f as fair

External factor risk

Disposition of matters through the criminal justice system is more

efficient with no degradation in the quality of outcomes . .
Logical risk

Assumption risk Assumptions
Defence have an incentive to Appropriate early guilt," p)".as are entered into prior

Assumptions adhere to Early Resolution to a matter bein~, «. ansferred to Court

Magistrates consider that due e .
Pilot timelines and enter into
processes h been followed .

early guilty pleas

and are willifig t& sentence Pilot
participants

Defence and prosec.'t’ un obtain and use the

4 3 ’ 7
Assumptions necessary and suf’.ciunt materials ‘early

Police have an incentive and ability

Assumptions to adhere to Pilot timelines
Focus on early resolution does including they@llection of Defence and prosecut."r counsel with sufficient
not slow dowg the rest of the necessary and sffifictent materials knowledge and authr rit, to make decisions are
for the crithice system & do not downgrade charges in involved with the case ‘early’

order to meet Pilot timeframes

Pe rformance/ Program stakeholders (clients, members of judiciary, magistracy, cour* registries, QPS, Legal
Theoretical risk

Aid) understand the rationale for the pilot and engr 5> with it




The Pitch

A program can be represented simply as
proposition that a certain course of action will lead
to a certain set of outcomes

An evidence-based program will provide good
reasons to think it will be effective

A sound evidence-based program will make sense
‘on paper’ and ‘in reality’

We can manage risks of program failure using a
Design, Monitor, Test, Learn, Adapt process
* Design Risks

* Operational Risks
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. . - External factors
XX government is more responsive XX communities are safer Government
priorities and

interagency
initiatives reinforce
the Early
Resolution Pilot
approach

Justice is delivered efficiently and appropriately
* Matters progress faster through the criminal justice system with no degradation in quality of outcomes
* Backlog of material before court is reduced
* Victim suffering is reduced

Disposition of matters through the criminal justice system is more efficient with no degradation in the quality of The results of the
outcomes Pilot are accepted
by the broader
community as fair
and just

Reduction in time from receipt of matters to disposition

Increase in the portion of initial charges that become pleas before a Magistrate
No evidence of downgrading of charges in return for a speedier resolution

No increase in mistrials attributable to the pilot

. Assumpt.ions Assumptions
Magistrates consider that due Defence have an incentive to
processes have been followed and adhere to Early Resolution Pilot Appropriate early guilty pleas are entered into

are willing to sentence Pilot s Al ; . .
gros timelines and enter into early prior to a matter being transferred to Court
participants guilty pleas

Feedback loop: As
the pilot progresses,
the sector is more
supportive of and

Assumptions confident to deliver

DPP focus on early resolution ilot h
does not create unintended Defence and prosecution obtain and use the priot approac

negative consequences for the necessary and sufficient materials ‘early’

criminal justice system Assumptions
Police have an incentive and ability to

adhere to Pilot timelines including the
collection of necessary and sufficient

Assumptions
Legal Aid Queensland
processes sufficient grants to
support defendants

Defence and prosecution counsel know what
materials & do not downgrade charges materials are necessary and sufficient to make a
in order to meet Pilot timeframes decision for an ‘early’ plea




Logic model: building evaluation capability in a Govt micro agency to meet d

The underlying theory of change is: if the agency invests in ECB, its prog

What is different about Program Design Logic?

ds of the

h dc

and ability to

capacity will be better positioned to report against their purpose and meet the ECPF requirements.

Resources:
internal evaluator.

Senior manager
support

ADF funding
‘Governance
group
Dept. of
“~— | Defence and
Organisational

Development
Unit personnel

Army/Navy/Air
Force project
leads

Defence Force
project
personnel
sDCand
Commission
Team

Base personnel
suppart

Planned work

Activities/mechanisms
Participationin
evaluations - Learning
by doing
Coaching/ mentoring
Technical support
Walking the tall;

Evaluation of the ECB
Staff & manager
champions

ECPF Working Group

ECPF: strategic
prioritisation of
evaluations

Theory/Mechanisms:
(Canadian) Framework
for oraapisational

( Outputs ‘

New planning processes.
Messurable strategic
plans.

Evaluation processes and
systems integrated into
planning.

Toolkit

Evaluation Interest Group
(staff)

ECPF implementation
plan

Executive engagement:
ECPF working
group/evaluation repart
briefings

ECPF: Priority evaluations

Planned work

Outputs
Activities/ products:
Army/Mavy/Air Force
projects:
> Base

familiarisation
and data
collection visits.
»  Evidence based
reports and
briefings
Strategic/
governance:
> Articles/
presentations

»  Thematic papers
and briefings
Governance/
Collaboration
meetings,
events

Way of working:
Access & cooperation
facilitated by
CoD/Governance »
members leadership
Commission
independence, credibility
& national reputation.

»>

Teamwark and reciprocity
principles applied to
relationships*
Understanding & respect
for ADF cultures/ ways of
working®

»

Research rigour /
methodology adapted to
context *

Efficiency with flexibility*
Learning and
improvement approach

(Y

Ith Performance Framework (ECPF)

their outcomes will improve. Accordingly, APS entities with evaluation

Expected results

f4
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Short-term
systems (use of toclkit).

Individual knowledge and
confidence increases,

More evaluations
conducted, more
systematically.

Technical skills increase

Evaluation findingsare
used to improve program.

New evaluation champions
emerge:

Effective performance

[P

Short-term

If ODU/Direct stakeholders:
» value the approach & conduct of the

Commission Team*

find reports/papers timely, content/format
satisfactory (i.e. accessible, relevant, ADF

appropriate}®

promote & facilitate access to reports/
papers by senior Dept. & Service leaders

(Chief, DG Pers. levels) & other
senior/reform staff or forums®

Then service & cultural reform leaders,
service/cross service forums will also:

aceess the findings/insights.

» find them relevant to their cultural reform

strategies & tracking indicators®

Base Commands receive the reports, find the
insights/findings valuable, are mobilised to take
base level action & report positively to COC
Collaboration work acquires a positive
reputation at key ADF cultural reform leader
levels*

Compliance with evaluation

is allocated to evaluation.

Staff know that evaluation
is valuable and is whatwe

that we 'evaluate.’

Evaluation information is
reqularly used for program

oweomes

Outcomes
Intermediate Long-term

Reflective time is built into

the planning processes Agency programs
improve

Reflection becomes the

norm Agencyis an
exemplar in

Program time and capacity meeting ECPF

do. is worth the time.
External stakeholders are Evaluation is
aware of our evaluations viewed as core
and that our reputation is business.

Expected outcomes

>

Medium-term

Utilisation:

In turn, Service leaders &
service/cross service CR leaders &
forums, (e.g. CRAN):

integrate/use the findings
with other information e g.
Navy's ‘fusion analysis’ *

view the Collaboration work
‘as a contributor to better
understanding of cultural
reform progress

share & discuss the work
within/across relevant
service members/ cultural
reform forums (joined up
use). *

The findings/ insights inform
cultural reform considerations,

ons, ather policy, system

changes (e g Pathways I1).

requirements

Staff/senior staff
feel that evaluation

Sustainable culture
change.

7 oucomes. )

Long-term impact
Contribution to:
Improvements to
cultural reform

strategies that are.
more informed.

. B

Cultural reform
targets are
achieved.

Individual and
systemic outcomes
are improved.

Anti-Racism Strategy logic model

Planned work Expected results

Outputs

Inputs

[Resources]

Strategy budget

National Anti-
Racism Partnership

National Anti-
Racism Strategy
and Campaign
Secretariat

Community
consultation and
research

Acti

Racism It Stops
with Me campaign

es

Targeted projects

Social media
presence

Race
Diserimination
ssioner
activities.

National Anti-

Partnership
governance

Evidence base to
support Strategy
and campaign

Launches and
stakeholder events

Project-specific
products and

resources

Racism It Stops with

Me website

Racism It Stops with
Me resources and

activities

rter

/ Shorter term outcomes \

Organisations sign on to support
the Racism It Stops with Me

Intermediate
outcomes
Continued
engagement in anti-

Longer term\
impact

and response among:
+ Racism It Stops with Me

supporters and their

constituencies.

Project stakeholders and

audiences

Racism It Stops with Me supporters
are motivated to utiise the
campaign to speak up and take
action against racism, and do so

Indirectly targeted audiences have
more awareness of racism, its
impacts, and how to respend to it

N

Those with more
understanding of
racism positively
change their
atiitudes, and this
influences their
behaviour

Those vulnerable to
racism and
bystanders feel
empouered and
confident to respond
effectively to racism

Taking action leads
to individual and
systemic changes

campaign racism action by More individuals
Racism It Stops with and organisations

More ing and Me and are to

of racism and racism p project take more action

against racism

Actions result in
pasitive change in
community
attitudes

A reduction in
racism occurs

The lives of those
vulnerable to
racism are
improved

—



Too much hope?

If you have
access to
Certain them, then you
resources are can use them
needed to to accomplish
operate your your planned
program activities
“elsn"p“u'f:sl » Activities

®

®

Your Planned Work

»

If these

If you benefits to
accomplish If you participants are
your planned accomplish achieved, then
activities, then your planned certain changes
you will activities to the in organizations,
hopefully deliver extent you communities,
the amount of intended, then or systems
product and/or  your participants might be
service that will benefit in expected to
you intended certain ways occur
Outputs » Outcomes » Impact

®

O

®

Your Intended Results



Figure 1. Example of an outcomes hierarchy for the NSW Implementation of the Healthy Workers Initiative

Reduction in the risk of chronic disease ir ults in NSW

Individual behavioural change in adults in paid employment in NSW
Changes in weight status
Changes in dietary {fruit and vegetable), smoking, hazardous alcohol and physical activity behaviours

Changes in organisational
policies and practices in
workplaces to be supportive
of healthy behaviours

OCCUrr

Use of Get Healthy@Work Use of Get Healthy
Service Coaching Service

Changes in attitudes,
knowledge, commitment to
workplace health promotion

Awareness of Targeted Communication messages
{Communication & Marketing Strategy)




Anti-Racism Strategy logic model

Lo { : Y
( Inputs Activities Outputs / Shorter term outcomes \ Intermediate Lo!lger term
[Resources) . outcomes impact
Racism It Stops Evidence base to Organisations sign on to support Continued

Strategy budget

National Anti-
Racism Partnership

National Anti-
Racism Strategy

and Campaign giscrin:lin._slﬁon resources Suppquers ‘find their racism positively positive change in
Secretariat a:;f:;?;?'“”” constituencies change their community
, Racism It Stops with « Project stakeholders and mh‘;ﬁ:&ii}h's atfitudes
S{?l::Lnltl:aI:ili and NaIi_onaI Anti- Me website audiences behaviour A reduction in
research Ir:'{:rctlr?g'rshi Racism It Stops with Racism It Stops with Me supporters racism occurs
P Me resources and are motivated to utilise the Those vulnerable to
governance activities racism and The lives of those

with Me campaign
Targeted projects

Social media
presence

Race

support Strategy
and campaign

Launches and
stakeholder events

Project-specific
products and

Racism It Stops with
Me supporter
activities

the Racism It Stops with Me
campaign

More understanding and awareness
of racism and racism prevention
and response among:

+ Racism It Stops with Me

campaign to speak up and take
action against racism, and do so

Indirectly targeted audiences have
more awareness of racism, its
impacts, and how to respond to it

engagement in anti-
racism action by
Racism It Stops with
Me supporters and
project stakeholders

Those with more
understanding of

bystanders feel
empowered and
confident to respond
effectively to racism

Taking action leads
to individual and
systemic changes

Planned work Expected results
A4 3\

More individuals
and organisations
are empowered to
take more action
against racism

Actions result in

vulnerable to
racism are
improved

% —

N
Is this collection of outputs enough to ensure the outcomes occur, —
what's the connection between these and outcomes, is it causal,
logical, hopeful?



