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The purposes of this fact sheet are to: 1) describe the importance of integrating evaluation and measurement into the Paint Product Stewardship Initiative (PPSI) Pilot Program, and 2) present a general systematic approach for integrating evaluation and measurement into the design of the Pilot. 

Why is it important to integrate evaluation and measurement considerations into program design?

Program evaluators have long advocated the consideration of measurement and evaluation in the design of programs. To fully understand the need for this, it is important to understand the difference between “evaluation” on the one hand and “performance measurement” on the other. Evaluation typically refers to a discrete systematic assessment of a program. An evaluation asks: “Was the program effective and why?” Performance measurement, on the other hand, refers to an on-going system designed to measure progress. Performance measurement asks: “What is the status of the program?” Measurement, sometimes referred to as monitoring, is a basic and critical component of program evaluation. 
Why is it necessary to integrate evaluation and measurement up front? To start, a program designed without considering the future evaluation of its success is less likely, during implementation, to collect the information needed to say whether the program was a success.  Though evaluation is typically viewed as a discrete, either formative or summative, event, the ongoing real-time adaptive management of the performance of a program requires that evaluation and accompanying measures are built in from the start.  Integrating monitoring and evaluation into the design of a program also clears the path for more definitive evidence of what works and what does not, more efficient organizational learning and better management of program performance.    
In terms of performance measurement, if little or no consideration is given to what will be tracked to measure performance, then programs need to “settle” for what information is available. If measurement can be integrated up-front, then programs can often select the best measures for tracking progress toward program goals and then make sure data are available for those measures. Additionally, a key question in measurement is often “how much have things improved?” To effectively answer this question, baseline data are needed.  By considering measurement and evaluation up front, the efficient collection of appropriate and useful baseline data is more likely.
It is important to understand that evaluations are done to improve programs and/or document and disseminate lessons learned by generating detailed findings and recommendations on what went right and what went wrong.  Evaluations of programs that have not taken into account the data and information needed to answer future questions that will be asked about program success often must use incomplete or surrogate data that results in evaluations that provide weak or tentative recommendations. Much of this may be avoided by integrating evaluation into the program cycle from the beginning. However, and critical to the usefulness of the evaluation, integrating evaluation requires strong leadership and reaching stakeholder consensus on evaluation questions, goals, and measures. 

Why does the Pilot represent a good opportunity to build evaluation into program design?

First, and foremost, the pilot is a new program still in the design and planning stages. This offers an opportunity to design a program that takes into account measurement and evaluation from the outset. Second, the pilot is a timely opportunity to test an approach that may be used in the near future by similar programs. Third, the program is collaborative and voluntary, involving a diversity of stakeholders, which, within the environmental community, is generally perceived to be an effective means of accomplishing environmental goals. Fourth, the collaborative structure, operation and culture of the PPSI is key to efficiently integrating evaluation into its design as well as sharing results that support and guide the design and implementation of a national paint management system. Finally, the culture of this collaborative initiative is proactive and focused on learning and measuring success, and the PPSI in general understands the potential benefits of evaluation and the importance of integrating it into the program during the design phase. 

How can evaluation and measurement be integrated into the OR pilot program design?

The intricacy and number of goals and objectives of the program as well as the collaborative and diverse nature of the PPSI makes integrating evaluation into the program a complex process. To facilitate the process, a general but systematic approach is proposed. This approach can be used to manage the process and communicate with the PPSI. The approach can be briefly described as follows:
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Describe the program—First an evaluation team engages with program designers to clarify the program’s mission and goals and objectives. The evaluation team uses that information to develop a logic model, an illustration of how the program is envisioned to work, that links program activities and outputs to customers, and outcomes.

· Develop evaluation questions—Working with program designers, the evaluation team develops questions based on program goals and objectives about the success of the program. The questions should account for:
· Context—The story behind the program, the evaluation, and each evaluation question.

· Audiences—Those interested in the evaluation and the answers to each evaluation question.
· Communication—The means of communicating the answer to each evaluation question to the audiences with an interest in the answer to that question.
· Use—The way that each audience may use the answers to each evaluation question.

· Develop measures—Determine what must be measured to answer each evaluation question.  The diversity of goals and objectives will result in a diverse set of questions. Answering each question will require one or more measures. A healthy diversity of measures gives evaluators and policymakers access to a broad view of a program’s strengths and vulnerabilities as well as details on the specific costs, benefits and risks of different components of the program. For each measure, the evaluation team should identify data sources, develop collection methods and strategies, identify the tools of analysis and plan the details of data collection and data management.

· Document—Documenting the decisions and discussions related to describing the program and developing evaluation questions and measures clarifies much of the information necessary for a clear and concise evaluation methodology. This process also draws together information useful in crafting an evaluation policy – a strategic document that guides evaluation practice of an organization.  An evaluation policy may address topics such as commitment to continuous improvement, priorities for evaluation, institutionalizing evaluation, data and information access and use, funding, communications, timelines, internal vs. external evaluation, and capacity building.
Though this systematic approach is applied and completed during program planning and design, its products can help to guide program implementation and operation.  Thinking through issues like “What questions will be asked about this program’s success?”, “Who is interested in whether this program works?” and “What do we need to measure to understand if it does work?” will help to instill an anticipatory mindset with program participants, helping them to foresee, accept and adjust to opportunities and obstacles that arise during planning and implementation.   
