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Why and how this resource was developed
This practice guide was developed by the Evidence and Evaluation Support (EES) team at the Australian Institute 
of Family Studies (AIFS). The EES team provides resources and capability-building activities to support Families 
and Children Activity (FaC) providers in collecting, using and communicating evidence. The target audience for 
our resources also includes evaluators working within or in partnership with family and community services.

This resource was created based on consultations with FaC provider representatives in late 2023. During these 
consultations, participants expressed a need for more support and guidance on evaluating program processes 
and implementation, as these aspects are often overlooked in favour of measuring program outcomes.

The guidance in this resource is informed by a review of the literature listed in the bibliography, along with the 
EES team’s research, evaluation and practice expertise.
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Evaluation Support team at AIFS.

The author wishes to acknowledge and thank Sharon Grocott who reviewed this resource and provided helpful 
suggestions for ways to improve it. Thanks also to Dr Stewart Muir and Sharnee Moore of the Child and Family 
Evidence team at AIFS for their feedback on various drafts.
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Glossary
The definitions used here are informed by the literature listed in the bibliography and by the AIFS team’s 
professional expertise. 

Term Meaning in this resource

Continuous improvement An ongoing effort to enhance programs, services or processes through small, incremental 
changes over time, rather than through major changes made all at once

Descriptive analysis A type of analysis that typically describes how many, how much, who, what, when and to 
what extent 

Evaluation questions Questions that guide the focus and purpose of an evaluation, determining the methods, 
measures, analysis and use of the evaluation

Evidence-based 
programs

Programs that are based on scientific evidence and have been proven effective through 
rigorous evaluation and research

Implementation science The study of methods and strategies to promote the systematic uptake of research 
findings and evidence-based practices for regular use by organisations and communities. 
It aims to understand and address the barriers to effective implementation and to improve 
the quality and efficiency of various processes and interventions across different fields.

Indicators Specific, measurable data points or variables used to assess and evaluate the 
performance or progress of a program or intervention

Mixed methods The use of both qualitative and quantitative data collection methods in an evaluation project

Outputs  Measures of what happens in a program or service and who receives the program/service

Performance standards Specific targets or benchmarks used to judge whether a program is being delivered as 
intended and is achieving its goals

Process evaluation A systematic way of examining how a program operates and is implemented, focusing on 
the activities conducted, their execution and adherence to the original plan

Program dose The amount of a program delivered, including the number of sessions, duration and 
frequency of activities

Program evaluation  The systematic collection of information about activities, characteristics and outcomes 
of programs used to make judgements, improve effectiveness, add to knowledge and/or 
inform decisions about programs  

Program fidelity The degree to which a program or intervention is delivered according to its original design

Program implementation The process of executing and managing the activities and components of a program to 
ensure it is delivered as planned

Program logic model A visual representation of what happens in the program, and the changes that are 
expected over time as a result of what happens in the program – also known as a logic 
model, results chain or chain of causation 

Program reach The extent to which the intended audience or population is exposed to or participates in 
a program

Qualitative data Non-numerical information that provides insights into the why and how of certain 
phenomena, often used to understand attitudes, beliefs and behaviours

Quantitative data Numerical information that can be measured and quantified, often used to understand 
how many, how much or how often something occurs

Routine monitoring Ongoing data collection and real-time tracking of program processes and performance to 
maintain continuous oversight and make timely adjustments

Standardised measure A measurement tool that has been rigorously tested and objectively assesses a concept 
through a series of consistent questions or items. These items typically use a uniform 
response format so that scores can be compared. 

Thematic analysis A method for identifying, analysing and reporting patterns (themes) within qualitative data

Theory of change A comprehensive description and illustration of how and why a desired change is 
expected to happen in a particular context
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Introduction
Program outcomes are critical to those working in or alongside family and community services. They help us to 
understand whether the things we are doing are benefitting children, families and communities. They also add to 
the broader evidence base about the kinds of strategies and programs that work (and don’t) for families. 

However, to understand why a program is (or is not) achieving its outcomes, we first need to know about how 
the program is working and how well it is responding to need. That is, we need a ‘process evaluation’. 

Process evaluation is a systematic way of examining how a program operates and is implemented. It examines 
the activities conducted for an intervention, program, service or policy – the way they are executed and the 
fidelity1 to the original plan. By examining these things, we seek to understand how a program or intervention is 
delivered, identify any challenges or deviations from the original aim or plan and assess whether the program is 
being delivered as intended. 

Process evaluation is a flexible approach that can be applied to many family and community programs. It can be 
adapted to various contexts, used with simple or complex interventions, at the start or end of a program, with 
mixed methods, or on its own. It can also be done at the same time as an evaluation of program outcomes.

What is in this guide?
This guide explains why process evaluations are useful and outlines the key steps involved in doing one. Each 
step offers practical information for how to plan and execute a process evaluation, with examples and tools to 
help you apply the guidance in this resource.

Links to example process evaluation reports are provided at the end of the resource.

If you want to know more about how we define ‘evaluation’, read this first: What is evaluation? 

What can family and community services gain 
from process evaluation? 

1 	 Program fidelity refers to how closely a program or intervention is delivered according to its original design. Key aspects include 
adherence to guidelines, quality of delivery, participant engagement and maintaining the program’s unique elements.

Key reason for investing in a process evaluation

Other insights that can be gained from a process evaluation

to understand the underlying reasons for program outcomes (why 
you are or are not achieving expected outcomes and/or what is 

contributing to the program’s success or lack of success).

enhance the 
implementation 
of new or 
evidence- based 
programs

inform 
continuous 
improvement 
activities

enhance the 
implementation 
of new or 
evidence-based 
programs 

ensure 
programs are 
implemented 
as intended

assist in 
replicating 
and scaling 
established 
programs

https://aifs.gov.au/resources/practice-guides/what-evaluation
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Implementing new programs
One of the best times to undertake a process evaluation is when piloting a new program. Pilot programs need all 
kinds of testing. A process evaluation can help you to explore the program’s feasibility, identify which elements of 
the program are important for its success and understand how participants respond.

For example, in a process evaluation, you might explore questions about whether the program is sufficiently 
resourced, if the content is engaging or whether you have built in enough time to deliver the planned activities. 

Doing a process evaluation while piloting a new program will also help you to navigate the inevitable surprises 
that come with implementing anything new. Like developmental evaluation,2 process evaluation can offer real-
time feedback on the program implementation and allow you to make immediate adjustments, as needed, to 
ensure that it is delivered effectively and efficiently (Moore et al., 2015). 

Continuous improvement
Often, after a program has been running for a while, you may start to notice things that aren’t working as well as 
expected. For example, service users may not engage with the program material as well as hoped, or attendance 
numbers may have declined midway through the program. Perhaps program costs are higher than expected or 
there are issues with staff training or turnover. Alternatively, longstanding programs may veer off course because the 
program intent has changed (intentionally or unintentionally) and/or program procedures are not being adhered to.

When these things occur, it is tempting to make changes based on assumptions or previous experience about what 
is happening and why. However, undertaking a process evaluation is a way to systematically assess the situation 
and make improvements that are grounded in evidence. By prioritising learning and continuous improvement 
through procedures such as process evaluation, programs have a better chance of succeeding over time. 

Services can also use process evaluation to generate data that can be used to inform future decision making and 
policy development. These data can highlight which program components are most effective and/or working 
well, reveal any areas needing adjustment, and provide insight into participant experiences and outcomes. 
Consequently, policymakers and program designers can make informed decisions that enhance program 
effectiveness and better address community needs.

Additionally, process evaluation can help explain any negative or unexpected outcomes that occur during 
program delivery. It can also help assess if program targets and outcomes are still suitable or if new ones are 
required. This information is valuable for offering potential solutions to senior managers in your organisation or to 
funding bodies.

Monitoring program fidelity
Program fidelity refers to how closely a program or intervention is delivered according to its original design. This 
concept is central to implementation science, which emphasises delivering programs with high fidelity to achieve 
desired outcomes. This is important because changing parts of a program, or changing how it is delivered, may 
affect those parts of a program that make it effective.

One effective way to monitor program fidelity is through process evaluation. The aim here is to reveal what is 
actually being delivered and assess whether the program is staying on track or deviating from the plan (and if so, 
why). Process evaluation of this sort is particularly suited to manualised or evidence-based programs, which have 
a written delivery plan and require specific implementation processes to achieve their intended outcomes.

By monitoring fidelity through process evaluation, you can identify where things aren’t going as planned and 
determine what (if any) changes are needed. 

2 	 Developmental evaluation is commonly used to assess processes and improve programs. 

https://aifs.gov.au/resources/practice-guides/developmental-evaluation
https://aifs.gov.au/resources/practice-guides/implementation-action
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Replicating established programs
Replicating existing programs – for example, by running them in new locations or with new client groups – may 
seem simple in theory; however, it is often more complicated in practice. Community strengths and needs, culture 
and values, for example, can differ significantly from place to place. These differences might mean that you need 
to adapt certain program features such as program content, delivery, language and structure. 

If you need to make changes when introducing a program to a new place, you need to know what parts of the 
program can be changed without limiting its effectiveness, and which parts are non-negotiable for achieving 
positive outcomes. This is where implementation science and process evaluation comes in. Implementation 
science provides a framework for understanding how best to adapt and implement programs in different 
contexts, ensuring that the core components that drive success are maintained. 

Process evaluations can complement implementation by systematically assessing the implementation process, 
providing data on what works, what doesn’t, and why. Together, they help ensure that programs are effectively 
tailored to new settings while preserving their intended impact. 

For example, before trying to replicate a program in a new area or context, you can undertake a process 
evaluation to gain an understanding of what program components, resources, procedures and skill sets 
have been essential for achieving program outcomes and what elements are flexible or optional. Having this 
knowledge will support other organisations and staff to adopt the program and deliver it successfully. 

Additionally, by undertaking a process evaluation you can help ensure a replicated program runs effectively and 
draw on lessons learned from other sites, such as what attracts participants and what encourages their retention. 
Further process evaluation activities can build on this by monitoring implementation at new sites and working 
out any kinks that appear. 

Can I monitor process indicators without having 
to do a formal evaluation?
The short answer to this is yes. While there are many benefits to undertaking a formal evaluation, in some 
situations it is preferable to establish monitoring systems that facilitate routine data collection and analysis. 

A formal evaluation process is typically more structured and comprehensive. It commonly involves a systematic 
assessment conducted at a specific time (such as at the midpoint or end of a program cycle). Formal evaluations 
often involve detailed data collection and analysis and provide robust evidence to inform strategic decisions, 
justify funding and demonstrate accountability to stakeholders. 

Routine monitoring systems involve ongoing data collection and real-time tracking of program processes and 
performance. This approach is beneficial for maintaining continuous oversight, quickly identifying issues and 
making timely adjustments. Routine monitoring can be less resource intensive than formal evaluation and can be 
integrated into daily operations, fostering a culture of continuous improvement. It can enable ongoing monitoring 
and the ability to identify trends with an opportunity for making timely adjustments as needed. However, it may 
not provide the same depth of analysis as a formal evaluation and might focus more on immediate outputs rather 
than long-term outcomes.

Ultimately, the choice between these approaches depends on your specific needs. If you require detailed, 
periodic assessments to guide major decisions or secure funding, a formal evaluation might be more appropriate. 
If your priority is to maintain ongoing oversight and make incremental improvements, a routine monitoring 
system could be more suitable. Ideally, you would be able to adopt both approaches.

Whatever you decide, the information in this resource can be used to guide both approaches.

https://aifs.gov.au/resources/practice-guides/implementation-action
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What are the key steps in doing a process 
evaluation?
Like all evaluation approaches, there are some key steps involved in doing a process evaluation: 

Below, we explore how to navigate each of these steps and make decisions that will help you to achieve your 
process evaluation goals. It is important to note that progressing through each step won’t always be linear – you 
may complete several steps at once or go and back forth between steps. Consider using an evaluation plan to 
stay on track.

Evaluation plans

An evaluation plan is a document that records the evaluation purpose, questions, methods, time frames, 
resources, budget and any specific skill sets/people needed for the project. Having an evaluation plan 
gives you a bird’s-eye view of the entire evaluation and can help with managing each step.

When developing an evaluation plan, it is important to consider and document who needs to know about 
the evaluation findings, as well as when and how you will share key findings and recommendations. 
Documenting these aspects upfront enables you to establish key relationships, communicate information 
about the evaluation as it progresses, and adequately resource your dissemination strategies.

1. Describe the program
The first thing you need in a process evaluation is a description of how the program or service being evaluated is 
intended to operate:

	• What you will do?

	• Who will do it?

	• Who are the participants?

	• How will the program operate?

	• What are the intended benefits? 

Having this information about the program readily available means that you can easily see key program 
components and processes, identify parts of the program that you want to investigate and test and refine them 
(Moore et al., 2015, pp. 3–4). 

Considerations

	• Having a program logic model and/or theory of change can be helpful, especially when it describes the needs 
of your priority population, program activities, resourcing requirements, program outputs and underlying 
assumptions about how the program should work (Moore et al., 2015; Saunders et al., 2005). 

Appendix B presents an example program logic model and the elements that are most relevant to process 
evaluation. 

Write 
evaluation 
questions

Describe the 
program

Source 
evidence for 

your evaluation

Identify 
your 

information 
needs

Analyse and 
interpret the 

evidence

Use and share 
your findings

Develop criteria 
for success

1 2 3 4 5 6 7

https://aifs.gov.au/resources/practice-guides/planning-evaluation
https://aifs.gov.au/resources/practice-guides/how-develop-program-logic-planning-and-evaluation
https://aifs.gov.au/resources/practice-guides/what-theory-change
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	• If you have a program logic model, it is also helpful to have other detailed documents on hand, such as a 
needs assessment, program literature review or a program manual. These documents can assist in developing 
specific evaluation questions, particularly when seeking to understand program reach, implementation and 
fidelity (the extent to which the program model was implemented).

	• While it is good evaluation practice to have a program logic or theory of change that describes the program, 
there may be times when that is not possible. For instance, when there are short time frames for an evaluation 
of a program without a logic model. When in this position, Moore and colleagues (2015) suggest working with 
program staff to identify and record assumptions about why a program is believed to work, then use this as a 
basis for the evaluation. 

2. Write evaluation questions  
Developing evaluation questions will provide you with a clear focus and purpose for your evaluation. The 
questions you choose will determine everything else in your evaluation: methods, measures, analysis and use. 
Because of this, you will need to spend some time crafting them. 

Process evaluations are typically focused on questions about program fidelity (i.e. the extent to which program 
elements are implemented according to the program theory or intended outcomes), reach (participation 
numbers and characteristics) and/or dose (the amount of a program delivered, participant satisfaction and 
engagement) (Saunders et al., 2005). 

Considerations

	• To begin, start with broad questions such as, ‘Are program processes and procedures consistently followed?’ 
You will eventually break these questions down into smaller, measurable components (i.e. specific indicators 
and measurable data points). 

Example process evaluation questions are listed in Table 1.

	• While preparing evaluation questions, you will naturally start thinking about how you are going to answer 
your questions. You can refine them later but it is helpful at this stage to start noting down any ideas you 
have for how you will source information for your evaluation. 

	• If you don’t plan on doing a comprehensive evaluation (i.e. you want to collect information to monitor 
program operations), having evaluation questions can still be helpful. Refer back to your program logic or 
theory of change for guidance on where to focus your data collection efforts (see also Appendix B). 

At the end of this step, it is likely that you will have more questions than you have the time and resources to 
answer. Refining and finalising evaluation questions is an iterative process, and you may come back to your 
questions many times before you finalise your approach to collecting evidence for the evaluation.

https://aifs.gov.au/resources/practice-guides/identifying-evaluation-questions
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Table 1: Example process evaluation questions

Process evaluation questions

Implementation and fidelity (dose and fidelity)
	• To what extent were the core program elements implemented?

	• Was the program implemented according to legal and practice frameworks?

	• What other barriers and facilitators influenced delivery of the program?

	• Were evaluation tools used in accordance with established procedures? 

	• Are clients accessing services within expected time frames?

	• Are program processes and governing frameworks consistently followed? 

	• What levels of program satisfaction were there?

Service use and reach (reach and dose)
	• How many people are receiving services? 

	• Are the intended service users the people receiving services? 

	• Are clients receiving the services they are seeking?

	• Do participants take up follow-up support/actions?

	• What were the levels of participation?

	• How many people completed the program?

Service quality (dose)
	• Are clients receiving a good quality program? 

	• To what extent did program staff receive training in the program?

	• Is staffing sufficient in terms of numbers and qualifications/experience?

	• Is performance significantly better or worse at one program site compared to another?

Awareness and accessibility
	• Is the community aware of the services available to them?

	• To what extent are community members aware of what services and programs are available to them and how to 
access them? 

	• Can clients easily navigate between different programs and service systems?

Resource management
	• Are resources used effectively and efficiently? 

	• Are the resources, facilities and funding sufficient to support positive outcomes?

	• Did the service allow sufficient time for program staff to do administrative tasks?

	• Is staffing sufficient in terms of numbers and qualifications/experience?

Sources: Questions are based on guidance in Pietrzak et al., 1990, Rossi et al., 2004 and Saunders et al., 2005.
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3. Identify your information needs
Your next task is to consider the kind of information you will need to answer your evaluation questions. In most 
cases, you will need to draw from both qualitative and quantitative data. Start by reviewing your evaluation 
questions to determine the specific information you need.

Qualitative and quantitative data
Qualitative data will tell you why or how something happened and is useful for understanding attitudes, beliefs 
and behaviours (Smart, 2020). These data are particularly useful when investigating any barriers or enablers 
to program implementation but are also useful for gaining a deeper understanding of issues such as program 
engagement, resourcing and quality. 

Quantitative data will tell you how many, how much or how often something has occurred (Smart, 2020). 
In process evaluation, this type of data is often used to understand service use and reach, and aspects of 
implementation such as the number of sessions delivered (dose) and how closely the program plan was 
implemented (fidelity). 

Qualitative and quantitative data collection methods that can be used in process evaluation are shown in Table 2.

Table 2: Common types of data collection methods 

Quantitative methods Qualitative methods

Surveys Interviews with staff and participants

Statistical analysis of administrative records Document analysis

Checklists Observation

Audits Open-ended surveys

Attendance logs Case studies

Self-report measures Focus groups

Document analysis Video/audio recordings content analysis

Observation

 
Guidance on using some of these methods is available on the Better Evaluation website.

Considerations

	• Before choosing your data sources and methods, you will need to consider whether you have appropriately 
skilled staff to collect the data and then to analyse it. Qualitative methods such as interviews and focus 
groups require skills and experience, and training is often needed to use observation checklists. Likewise, 
having someone skilled in performing statistical analysis will be helpful if you are collecting quantitative data. 

	• Different methods come with trade-offs in terms of the time required for preparation, administration and 
analysis. Additionally, each method varies in its level of rigour and independence. Choosing the right method 
involves balancing these trade-offs against your specific needs and available resources.

Indicators
Indicators are those things that can be measured to assess performance or progress towards an overall goal 
or objective. Process indicators are generally components of evaluation questions that can be measured with 
quantitative data. Process indicators typically focus on activities and outputs. 

For example, indicators for an evaluation question that asks, ‘To what extent were the core program elements 
implemented?’ might include:

	• percentage of sessions focused on core program topics (child development, parenting styles, ideas for play 
and interaction, emotion regulation, self-care, support systems)

	• number of referrals made

	• number of instances facilitators used role modelling 

https://aifs.gov.au/resources/practice-guides/using-survey-collect-data-evaluation-guide-beginners
https://www.betterevaluation.org/methods-approaches/methods
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	• number of homework activities distributed

	• number of instances the facilitator encouraged social networking

	• number of sessions where information was provided about community activities and services.

A more comprehensive list of process indicators is provided in Appendix A.

Considerations

	• Indicators should be measurable and preferably expressed in numbers or specific units. You might have 
already listed a set of indicators in the outputs column of your program logic model.

	• Most logic models will also have information about core program components and details about the inputs 
that are needed to deliver the program. You can use this information to generate indicators. 

	– For example, having qualified staff is a common program input. An indicator related to this could be the 
percentage of staff with appropriate qualifications and experience. 

	• Draw from other program documentation such as program manuals or procedures to generate indicators.

After this step, pause and reflect on how feasible your evaluation plan is. You may need to reduce or refine your 
evaluation questions and/or indicators in the context of your time frame and budget, prioritising what is most 
important to you.

4. Develop standards for success
If measuring process indicators is part of your evaluation plan, then you will need to develop performance 
standards for success. Establishing standards will help you to judge whether the program is or isn’t being 
delivered as intended and then determine what actions to take.

Performance standards are usually framed around reaching a specific number or percentage. For example, 
you might set a target that 70% of clients are offered referrals. Table 3 provides examples of standards for a 
parenting program. 

Other ways to articulate performance standards include using Key Performance Indicators (KPIs) or developing a 
rubric that outlines what success looks. 

Table 3: Examples of parenting program performance standards

To what extent were the core 
program elements implemented?

How satisfied with the program are 
participants?

Is there a sufficient number of 
qualified staff delivering the 
program?

	• 70% of clients are offered referrals

	• 70% of program sessions feature at 
least one core topic

	• 80% of sessions have role 
modelling

	• 70% of planned homework 
activities are distributed

	• Social networking is encouraged at 
least once per session

	• Information is provided about 
community activities and services 
at least twice during the program

	• 80% of participants are satisfied 
with the program

	• 100% of staff have a relevant 
diploma

	• 80% of staff have at least 3 years of 
experience

	• 80% of staff have completed 
mandatory training

	• 2 facilitators are present for 80% of 
sessions

https://www.evalcommunity.com/career-center/key-performance-indicators/
https://www.betterevaluation.org/methods-approaches/methods/rubrics
https://www.betterevaluation.org/methods-approaches/methods/rubrics
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Considerations

	• Many organisations have set performance standards or deliver programs that have key performance 
indicators (KPIs) attached to them – for example, minimum attendance numbers. In this scenario, you would 
build those established standards into your evaluation plan.

	• When establishing performance measures, look for guidance from:

	– past performance data

	– industry standards and benchmarks

	– government or funders’ contractual expectations regarding KPIs

	– colleagues, professional networks and other key stakeholders. 

5. Source evidence for your evaluation 
When it comes to sourcing evidence for your evaluation, you have 2 options – draw from existing information 
already held by your organisation or collect new information. It is likely that you will need to do both. 

Considerations

	• Family and community service providers tend to collect a range of information that will be useful for process 
evaluation – for example, client demographics, referral numbers, waiting lists and service usage. So, before 
you make plans to collect new information, check what you have access to and map it against your evaluation 
questions and indicators.

	• Consider administrative data that may be of use – for example, budgets, contracts, HR records, etc.

	• When using existing information, identify the source, the time of collection and the individuals or entities 
involved in the data collection process. This will help you evaluate the quality of the information and 
determine its usefulness for drawing meaningful conclusions.

	• If you need to collect new information to answer your evaluation questions, refer back to Step 3 and choose 
your data collection methods. Then, work with someone skilled in those methods to collect the information 
you require. 

	• Familiarise yourself with ethical evaluation principles and practices. When collecting data, take appropriate 
steps to protect participants’ privacy and confidentiality, and obtain informed consent from participants to 
take part in the evaluation.

	• If you need to use a survey, observation tool or fidelity measure, there may be existing standardised 
measures that you can use. For example, the Session Rating Scale is a standardised tool that measures client 
satisfaction. Standardised measures have been rigorously tested and will usually be more reliable than a 
measure you develop in-house so are a good choice if you can find suitable ones. 

	• Examples of fidelity measures and checklists are provided in the list of Further resources at the end of this guide.

	• If there is no appropriate standardised measure, the alternative is to develop your own measurement 
instrument. To do this, seek help from someone skilled in designing measurement instruments or follow this 
guidance on writing surveys.

	• If using interviews or focus groups to collect data, prepare questions that are unambiguous and don’t lead 
participants into giving particular responses. Further guidance on conducting interviews is available in this 
Better Evaluation resource.

AIFS resources on sourcing evidence for evaluation
How to write a survey questionnaire for evaluation: A guide for beginners

Using a survey to collect data for evaluation: A guide for beginners

Planning for evaluation II: Getting into detail 

Involving children in evaluation

https://aifs.gov.au/resources/practice-guides/ethics-evaluation
https://www.corc.uk.net/outcome-experience-measures/session-rating-scale-srs/
https://aifs.gov.au/resources/practice-guides/how-write-survey-questionnaire-evaluation-guide-beginners
https://aifs.gov.au/resources/practice-guides/how-write-survey-questionnaire-evaluation-guide-beginners
https://www.betterevaluation.org/methods-approaches/methods/interviews
https://www.betterevaluation.org/methods-approaches/methods/interviews
https://aifs.gov.au/resources/practice-guides/how-write-survey-questionnaire-evaluation-guide-beginners
https://aifs.gov.au/resources/practice-guides/using-survey-collect-data-evaluation-guide-beginners
https://aifs.gov.au/resources/practice-guides/planning-evaluation-ii-getting-detail
https://aifs.gov.au/resources/practice-guides/involving-children-evaluation
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6. Analyse and interpret 
The first part of this step is to analyse the information you have collected. The type of analysis you perform will 
depend on your evaluation questions and the data you have collected. For instance, if your evaluation question is 
about identifying barriers and enablers to program implementation, you might conduct thematic analysis of staff 
interviews to uncover key themes. 

In addition to analysing the data you have collected, you will need to make sense of the findings, form 
judgements about what the evidence is telling you, and make recommendations on what to do next.

Considerations

When working with quantitative data
	• Prepare for analysis by cleaning the data and removing errors, duplicates or irrelevant information. This 

includes handling missing values, outliers and duplicates. Data validation and verification processes should be 
implemented to identify inconsistencies in the data.

	• Clearly identify and define the variables you will be analysing.

	• Enter the data into a digital format, such as a spreadsheet or database.

	• Explore options for analysis, including statistical methods, software and tools. The Better Evaluation website 
provides helpful guidance on different types of analysis and the skills you might need.

	• Basic descriptive analysis where you calculate the mean (average), median (middle value), and mode (most 
frequent value) will often be sufficient. For example, if you have survey data on customer satisfaction, you can 
use descriptive analysis to calculate the average satisfaction score of participants in the program. 

	• For complex analysis, consider seeking support from someone with the appropriate skills. 

When working with qualitative data
	• To analyse qualitative data, the data need to be in a format that can be analysed – for example in documents, 

spreadsheets, etc.

	• Prepare for analysis by cleaning the data – that is, review transcriptions for any errors or inconsistencies, 
remove personal information and correct typos.

	• There are various analysis methods to choose from. Common methods include content analysis (categorising 
verbal or behavioural data) and thematic coding (identifying common themes or patterns). The Better 
Evaluation website offers detailed explanations of these methods.

	• Tools such as NVivo or ATLAS.ti can help organise and code qualitative data, making it easier to identify 
patterns and themes. 

	• If you need to analyse the data manually – or cannot afford specialist software – spreadsheets are a good 
option. Look at the data for recurring themes, patterns and insights, and use the coded data to identify trends 
and draw conclusions.

General
	• If you have collected data from multiple sources, you will need to bring them together to validate (or 

‘triangulate’) your findings.

	• Keep detailed records of your data preparation and analysis steps for transparency and reproducibility.

	• Once you have finished analysing the data, consider involving evaluation participants or other key 
stakeholders in the validation process. Doing this can highlight things in the data you may have missed. 
Building stakeholder relationships in this way can also help when it comes to sharing the findings and 
implementing key recommendations.

	• Document how you conducted the evaluation and your findings in a report. Use charts, tables and other 
visuals to represent your data. Our evaluation planning guide outlines key points to cover, and this guide from 
Better Evaluation offers practical tips for organising an evaluation report.

https://www.betterevaluation.org/frameworks-guides/rainbow-framework/describe/analyse-data
https://aifs.gov.au/resources/practice-guides/using-survey-collect-data-evaluation-guide-beginners
https://www.betterevaluation.org/frameworks-guides/rainbow-framework/describe/analyse-data
https://www.betterevaluation.org/frameworks-guides/rainbow-framework/describe/analyse-data
https://aifs.gov.au/resources/practice-guides/planning-evaluation
https://www.betterevaluation.org/methods-approaches/methods/final-reports
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7. Action, communicate and share your findings
Once your evaluation is complete, you should have new insights about how your program can be changed, 
improved or scaled up and clear recommendations for what actions to take next. Your next step is to 
communicate the evaluation findings with evaluation participants, program staff and decision makers, and 
anyone else who would benefit from the findings. You can then develop an action plan complete with time 
frames for implementing the evaluation recommendations. 

This AIFS resource presents 9 principles for making the most out of your evaluation.

Considerations

	• If you didn’t do this at the start of the evaluation, identify who you need to share the evaluation findings with. 
Document anything you know about their interests in the project and preferences for receiving information.

	• Partner with people or organisations who can help disseminate findings and advocate for any changes 
recommended in the evaluation report.

	• Consider producing different products for different audiences. For example, a one-page infographic for 
participants, a presentation with key findings for staff or a detailed technical report for senior managers or 
the funding body.

	• Submit abstracts to relevant conferences and events to promote the evaluation or engage with the wider 
community through workshops.

	• Consider writing up findings for publication in journals or book chapters.

	• Leverage online platforms and social media to enhance the visibility of the research findings.

	• Write a policy brief, white paper or report to government on the research findings.

	• Develop a plan for actioning the recommendations that establishes tasks, roles and responsibilities, and time 
frames. Monitor the plan at regular intervals.

Further reading

Program fidelity assessment tools
The development, reliability, and validity of the Facilitator Assessment Tool: An implementation fidelity measure 
used in Parenting for Lifelong Health for Young Children – PMC (nih.gov)

Implementation Checklist for Parent-Implemented Intervention (autisminternetmodules.org)

Fidelity assessment checklist development for community nursing research in early childhood – PMC (nih.gov)

Leadership Observation and Feedback Tool: A novel instrument for assessment of clinical leadership skills – PMC 
(nih.gov)

General evaluation resources
AIFS evaluation practice resources

Planning an evaluation (AIFS practice guide)

Better Evaluation (website)

https://aifs.gov.au/resources/practice-guides/making-most-out-evaluation
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC10946966/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC10946966/
https://autisminternetmodules.org/storage/ocali-ims-sites/ocali-ims-aim/documents/ParentImplementedInterventionChecklist.pdf
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC8160096/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6194892/
https://www.ncbi.nlm.nih.gov/pmc/articles/PMC6194892/
https://aifs.gov.au/resources?project%5B3381%5D=3381
https://aifs.gov.au/resources/practice-guides/planning-evaluation-ii-getting-detail
https://www.betterevaluation.org/
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Appendix A: Example process indicators

Evaluation questions Indicators

Implementation and fidelity

To what extent were the core program 
elements implemented?

	• % of sessions focused on core program topics (child development, 
parenting styles, ideas for play and interaction, emotion 
regulation, self-care, support systems)

	• # of referrals made

	• # of instances facilitators used role modelling 

	• # of homework activities distributed

	• # of instances facilitator encouraged social networking

	• # of sessions where information was provided about community 
activities and services

Was the program implemented according to 
legal and practice frameworks?

	• % of program activities that fully comply with relevant legal 
requirements and regulations.

	• % of program activities that align with established best practice 
guidelines and standards.

	• % of staff trained on legal and practice frameworks

Were evaluation tools used in accordance 
with established procedures? 

	• % of participants given evaluation questionnaires at start of the 
program

	• % of participants given evaluation questionnaires at end of the 
program

	• % of satisfaction measures issued at 3-month frequencies

Are clients accessing services within expected 
time frames?

	• # participants accessing relevant services within 4 weeks after 
need is identified

Are program processes and governing 
frameworks consistently followed? 

	• % of service processes that have fully documented procedures, 
including all necessary forms, checklists and guidelines

	• % of process documents that are reviewed and updated annually 
to ensure they accurately reflect current practices and regulatory 
requirements

	• % of program staff observed following procedures

	• % of sessions that complied with processes in these frameworks, 
e.g. goal setting, continuity of care, intake questions asked, 
screening tools and referrals given, opportunities to provide 
feedback  

How satisfied are participants with the 
program?

	• % of participants that expressed satisfaction at program 
completion

Service use and reach (reach and dose)

How many people are receiving services? 	• # of people attending the services

Are the intended service users the people 
receiving services? 

	• % of priority population group attending the program

	• % of people completing minimum program sessions

Are clients receiving the services they are 
seeking?

	• % of service users that attended services related to an identified 
need on intake forms

Do participants take up follow-up support/
actions?

	• # of participants accessing recommended supports

How many people completed the program? 	• % of program participants that attended 80% of the program

	• % of program participants that attended weeks 2–6

How many people are receiving services? 	• # of people attending the services
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Evaluation questions Indicators

Service quality (dose)

Are clients receiving a good quality program? 	• % of program documents that are explicitly informed by research 
evidence

	• % of evaluation processes followed 

	• % of program participants that are satisfied with the program

	• % of sessions that complied with established processes, e.g. goal 
setting, continuity of care, intake questions asked, screening tools 
and referrals given, opportunities to provide feedback  

	• # of needs assessments conducted in past 5 years

	• # of times program changed/updated in past 5 years

	• % of program changes informed by program data or research 
evidence

To what extent did program staff receive 
training in the program?

	• % of staff who have training completion certificates 

	• % of staff trained in past 5 years

Is staffing sufficient in terms of numbers and 
qualifications/experience?

	• % of staffing ratios achieved in past 12 months

	• % of staff who meet qualifications/experience requirements

	• % of staff who agree that the program is appropriately staffed

	• % of staff who agree that the program staff are appropriately 
skilled

	• % of staff who have completed required training

Is performance significantly better or worse at 
one program site compared to another?

	• # of sessions delivered per term

	• % of clients that report program satisfaction

	• % of clients achieving desired program outcomes

	• % of clients that successfully completed 80% of the program

	• # of incidents reported

Awareness and accessibility

Is the community aware of the services 
available to them?

	• % of community members who have received information about 
available services

	• # of outreach events held 

	• # of attendees at outreach events

	• % of community members who can identify at least 3 available 
services

To what extent are community members 
aware of how to access services? 

	• % of community members who can accurately describe how to 
access specific services

	• # of enquiries or calls received by service providers regarding how 
to access services

	• # of community members who indicate an awareness of services

	• # of community members who state they know how to access 
services when needed

	• % of service users who indicate service access was easy

Can clients easily navigate between different 
programs and service systems?

	• % of clients who report satisfaction with the ease of navigating 
between services

	• # of referrals successfully completed between different programs

	• Average time taken for clients to transition from one service to 
another

Resource management
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Evaluation questions Indicators

Are resources used effectively and efficiently? 	• $ per client served

	• % of budget spent on direct services versus administrative costs

	• # of services delivered within the planned time frame and budget

Are the resources, facilities and funding 
sufficient to support positive outcomes?

	• % of planned inputs that went into delivery

	• % of planned budget spent on delivery

	• Client satisfaction with venue, equipment and resources

Did the service allow sufficient time for 
program staff to do administrative tasks?

	• Time spent by individual staff on administrative tasks

Is staffing sufficient in terms of numbers and 
qualifications/experience?

	• # of staff at every program session

	• # of staff with relevant qualifications/experience

	• % of staff with recent PD

	• % of staff with cultural competence

Note: # = number; % = percentage; $ = dollars; PD = personal development.



Appendix B: Relevance of program logic model elements for process 
evaluation
Families and Children program logic example – single service
Objective/s: This parenting program provides parents/carers with strategies and tools to support their children’s social and emotional 
development leading to better school outcomes

Needs statement: The number of pre-school children with social-emotional di�culties in the community has steadily increased over the past 3 years (AEDC, 2018). High number of 
families in the area are also facing multiple complex social issues (ABS, 2016). Risk factors associated with social-emotional delay in children include parents experiencing financial 
stress, mental health di�culties and substance abuse, and histories of trauma and family violence (Tully, 2020). This program will target parents experiencing one or more risk factors as 
research shows that early intervention involving parent education can enhance children’s social-emotional development before they enter school (Sartore et al., 2016).

Theory of change statement: This parenting program aims to enhance children’s social-emotional development for improved school transition and education outcomes. We will 
achieve this by taking a social learning theory approach to strengthen parent competencies and confidence (Horsburgh & Ippolito, 2018). According to research, parenting 
competencies, such as self-regulation and relational skills, and parenting confidence can enhance children’s social-emotional development (Jones & Prinz, 2005; Tully, 2009). We will 
also focus on increasing parents’ access to services because these are known to have benefits for child and family wellbeing (Commerford & Robinson, 2016). We will actively support 
program participation and engagement through a strengths-based and non-judgemental approach.

Funding
Partner organisations
Qualified and 
experienced sta� and 
managers
Childcare workers 
Research and 
evidence about what 
works
Venue
Childcare facilities

Inputs

Weekly parent education 
sessions about: 
• Child development
• Parenting styles
• Ideas for play and 

interaction
• Emotion regulation
• Managing di­cult 

siutations
• Self care
• Support systems
Role modelling
Homework activities
Social networking
Referral

Activities

Number of parents/carers 
who are experiencing one 
or more risk factors such as 
financial stress, mental 
health di­culties or 
substance abuse
and
who are caring for children 
ages between 3 and 5 
years
Number of program 
sessions delivered
Number of program 
sessions attended
Number of referrals

Outputs

Parents/carers have increased 
knowledge and skills about: 
• child development ages 

and stages
• positive parenting styles 

and strategies
• how to manage 

challenging behaviours in 
their children

• how to cope in di­cult 
situations

Parents/carers have increased 
awareness of the importance 
of self-care and support 
networks
Parents/carers have increased 
knowledge about how to 
access support

Short-term 
outcomes

Parents/carers increasingly: 
• manage di­cult 

situations
• have positive 

interactions with their 
children

• support their children’s 
social-emotional 
wellbeing

Children’s social-emotional 
skills are enhanced
Parents/carers have 
increased confidence to 
access support services and 
social networks.

Medium term 
outcomes

• Children are social and 
emotionally ready to 
start school

• Parents/carers are 
equipped with tools and 
strategies to manage 
their children’s needs

• Postive caregiver-child 
relationship

• Parents/carers access 
support services when 
they or their children 
need it

Long-term 
outcomes

Source: Department of Social Services.

Relevant to process evaluation

Relevant to process evaluation
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Appendix C: Examples of published process 
evaluations
This is not an exhaustive list of evaluation examples but includes reports on programs relevant to child and family 
services. These reports were selected because they are freely available and showcase various methods used in 
process evaluation. They also provide detailed methodology sections and reflections on utilising evaluation findings.

	• Stronger Communities for Children Evaluation Report

	• Family Support Networks: Process Evaluation Report

	• My View – Foundations

	• Evaluation of the Permanency Support Program – Communities and Justice (nsw.gov.au)

https://www.niaa.gov.au/resource-centre/stronger-communities-children-evaluation-report
https://www.wafsn.org.au/wp-content/uploads/2021/03/FSN-Process-Evaluation-Report.pdf
https://foundations.org.uk/our-work/publications/my-view/
https://dcj.nsw.gov.au/service-providers/oohc-and-permanency-support-services/permanency-support-program-oohc/permanency-support-program/evaluation-of-the-permanency-support-program.html
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