
EVALUATING COLLECTIVE IMPACT An evaluation plan for a low-

budget early-stage initiative



THE CHILD & YOUTH HEALTH NETWORK

We’re less than 2 years old. Getting ready to launch our first 5 year campaign~!

Our Vision

Communities supporting healthy kids growing into healthy adults raising healthy kids.

Our Mission

We align to increase connectedness to improve the well-being of young people and 
our communities.



EVALUATION: THE CHALLENGES

A relatively large-scale initiative in a very fractured system that includes 
urban, suburban, rural and remote communities 

Lots of committed human resources and enthusiasm (not many financial 
resources).

People are still trying to get their heads around Collective Impact and 
evaluation is not even on the radar for most partners.

Lack of knowledge about measurement and evaluation generally.



OUR SOLUTION

A Community of Practice 
Model that will develop 
evaluation capacity within the 
network

A plan that will grow with the 
initiative

An embedded approach that 
uses a Developmental 
Evaluation as a core element 
of coordination for the 
initiative

Some of our youth partners



PURPOSE
The purpose of this plan is to 
support evidence-based decision-
making and to inform the 
development of the Child & Youth 
Health Network.

We are only interested in useful 
evaluation. 

Useful evaluation will assist with 
ongoing learning, engagement, 
partnership development and 
resource acquisition.A multi-generational system of children’s health



DEVELOPMENTAL EVALUATION

Developmental Evaluation is widely 
considered to be an appropriate 
approach to evaluating complex 
adaptive systems, and particularly 
the early stages of Collective Impact 
initiatives, because it contributes to 
the process of adaptation and 
development by encouraging and 
documenting innovation, and supports 
data-based intervention in complex 
systems.

Basic Developmental 

Evaluation Questions

• Where did we start?

• Where are we now?

• How far have we come?

• What have we learned?

• Where should we be?

• What are you noticing?

• What are we not noticing?



QUICK THOUGHTS ON MEASUREMENT

Performance Measurement

A performance 
measurement strategy for 
the C&YHN will also be 
developed and 
implemented concurrent with 
this evaluation. Performance 
measurement is not 
addressed in this evaluation 
plan, but will complement it.

Shared Measurement

As one of the five conditions of Collective 
Impact, the development of a shared 
measurement system for the network is a core 
element of the implementation of the Collective 
Impact model.

The development of the shared measurement 
system is not included in the evaluation plan, but 
will instead be subject to evaluation.



THE PLAN Child & Youth Health Network 

Evaluation



EVALUATION CYCLES

All cycles will follow the same pattern:

1. Assessing current information needs of the 
C&YHN in consultation with stakeholders;

2. Crafting evaluation questions for the cycle;

3. Gathering data based on these questions;

4. Analyzing data;

5. Reporting;

6. Using reporting to inform the next cycle of 
evaluation.



CYCLE ONE EVALUATION QUESTIONS

1. To what extent and in what ways does the C&YHN tap into the strengths and 
assets of the community?

2. To what extent do partners have a shared vision for change, including a 
common understanding of the problem?

3. To what extent and what ways does cross-initiative communication help to build 
trust, assure mutual objectives and create a common motivation?

4. To what extent and in what ways does the C&YHN support dialogue, reflection 
and change among partners?



DATA COLLECTION

Data will be collected 
through:

1. Interviews;

2. Focus groups;

3. Observations; and 

4. A review of 
documents.



1. INTERVIEWS
Interviews will be conducted by CoP
partners and the evaluation coordinator.

Informal Interviews

Informal interviews will occur at C&YHN 
meetings or events and may take a 
conversational format, with or without 
note-taking or voice-recording,

Formal Interviews

Formal interviews will be voice recorded 
whenever possible, and transcribed.

There are times when it may be culturally 
inappropriate to take notes or make audio 
recordings during interviews.

When interviews are not voice recorded, 
field notes will be taken to document the 
content as soon as possible after the 
interview is complete. 

Interview Questions

Interview questions will be developed by 
the DECoP based on the evaluation 
questions guiding each evaluative cycle.



2. FOCUS GROUPS: CONSTELLATIONS

The C&YHN is using the constellation 
model as a governance structure. Self-
organizing working groups, called 
constellations, will serve a dual purpose as 
focus groups for this evaluation.

The goal will be to have at least one 
member of the CoP participating in each 
constellation, to ask evaluative questions, 
encourage evidence-based decision 
making, document progress and 
innovations, and assist with continuous 
communication throughout the C&YHN.

Focus Groups

In each constellation, one meeting 
per evaluative cycle may be 
allocated to focus group 
activities, or a portion of each 
constellation meeting could be 
spent collectively engaging in 
evaluation.

In any case, Developmental 
Evaluation is not separate from 
the work of the constellation.



3. OBSERVATIONS: A 
FOCUS ON 
COMMUNITY 
CAPACITY

Observations

Observations will be tracked 
using an ‘Outcomes Diary’ to 
document change from 
throughout the system at three 
levels: 

1. Children, youth and families;

2. Community capacity (How 
we work/how we work 
differently);

3. Policy and systems change.

For the purposes of evaluation 
cycle one, community capacity is 
the most relevant system level 
for data collection.



4. DOCUMENT REVIEW

The evaluation coordinator will 
review documents that are 
identified by partners as relevant 
to the goals of the C&YHN as part 
of ongoing analysis.

Documents will be curated, 
archived and synthesized by the 
evaluation coordinator to inform 
the work of the DECoP. Pertinent 
documents will be included in the 
formal data analysis and synthesis 
phases of the evaluation.



SAMPLING PLAN

The sampling plan for evaluation of the C&YHN will 
include different approaches at different stages, but 
will begin with a combination of ‘Key 
Knowledgeables’ blended with Quota Sampling to 
ensure that the perspectives from diverse 
stakeholder groups are integrated into the 
development of the C&YHN.

Questions will be developed to respectfully 
determine how Key Knowledgeables self-identify to 
determine affiliation.

A Sampling Plan 
ensures that what 
is included in the 
evaluation is 
intentional and 
that important 
elements and 
perspectives 
aren’t missed.



DATA ANALYSIS

Data will include transcripts of interviews and 
focus groups, field notes, outcome diaries, and 
documents

Analysis will include 5 interrelated steps:

1. Familiarization involves immersion in the 
raw data. This will occur on an ongoing 
basis: beginning during data collection and 
transcription & culminating during formal 
analysis.

2. Identification of  a thematic framework will 
result from this immersion. An initial 
framework will be based on themes that 
DECoP members identify as emerging from 
the data. Themes will also be informed by 
the evaluation questions guiding the cycle 
of evaluation. 

3. Indexing will involve applying the 
framework to the raw data. Instances of 
each theme in the data will be coded. 
Themes may be refined during this phase.

4. Charting organizes the data in chart form 
by theme.

5. Mapping and interpretation is a process by 
which patterns and theses are developed 
through engagement with the charted 
data and the understandings gleaned 
through the entire analytic experience. 

Good Times!



BUDGET

“As evaluation will be embedded in 
the development of the C&YHN, it 
should be included in the overall 
budget for the initiative.”

A low-budget 

structure



SOME LIMITATIONS OF THIS PLAN

1. The evaluation will be conducted by 
members of a Community of Practice, 
some of whom have limited prior 
experience with evaluation. Involving 
people with minimal evaluation 
experience will help build evaluation 
capacity in the network, which will be 
valuable, but it will also be time 
consuming. 

2. Turnover within the CoP is to be 
expected. As is ongoing recruitment, 
training and mentorship as new members 
join to replace those who leave. This will 
be time consuming and may result in 
discontinuity in data collection and 
analysis activities. 

3. The necessarily adaptive nature of an 
evaluation in a Collective Impact context 
has resulted in a less structured 
evaluation plan. A less regulated 
evaluation is more open to interpretation, 
and therefore ongoing communication 
with collaborators will be required to 
ensure consensus about information needs 
and evaluation goals, as well as to 
ensure accountability to partners, 
including funders.

4. This plan inevitably contains biases, 
including Eurowestern cultural biases, that 
may not be visible to those who created 
it.



THAT’S IT!

Questions? Suggestions?

petra@ypsn.ca


