MARCHMONT PROJECT

NORTH LINCOLNSHIRE COLLEGE

Very many aspects of this project involve the developing of research topics to provide the information required.  These individual topics or sub units of each topic managed by the Action Learning Sets vary in length and complexity, depending on the needs of the information gathering process.  One common need of all these projects and their sub units is to evaluate their performance against a reliable model.

Materials we have researched to date appear to deal rather more specifically with monitoring.  In this sort of application the evaluation process needs to be centred on the project design, its implementation plan and overall performance as a function of the maximum effective value that has been made available for the beneficiaries from the  skilful management of resources available.  Essentially the highest possible impact and added value from the resources available.

We have devised a simple process of Project Performance Evaluation, illustrated with a worked example that may help others to get started with a few ideas.

Please let us know how useful these ideas are to you and we can enter into discussion on how to improve it - if it will help anyone out there involved in Project Evaluation.

Please give us all the feedback you can!

Suzanne Turnbull

Kris Sundaram

October 1999

MARCHMONT PROJECT

NORTH LINCOLNSHIRE COLLEGE

Assessing the training needs of SMEs in relation to business objectives in a quick and reliable way has proved to be difficult to get underway with many SMEs.

To address this to some extent we have devised a simple Training Needs Analysis based on (and aligned to) a Business Review.  To go through this with an employer takes typically about an hour.  As far as the training plans for the individual members of the staff goes, it seems difficult (if not impossible) to get them to spend their own time completing these fully.  They lack information on training resources and the process of determining them and so nothing is done.  This is definitely a job that needs to be done with a mentor or supervisor (probably on an individual basis) who has the required experience and level of understanding of the development of staff through the available and required training.  This has obvious implications on the private matched funding.

Any feedback on this documentation or on its effective use would be most welcome.

Suzanne Turnbull

Kris Sundaram

October 1999
MARCHMONT PROJECT

Client Information & IT Awareness Profile

Company:
______________________________________________


Address:
______________________________________________



______________________________________________



___________________Postcode:______ ____________

Tel No:
_____________________ Fax No:__________________


Contact:
_______________ _______________________________


Position:
_______________ _______________________________

Industry Sector:
Professional  ___  Craft: _________ Supplier_____

No. Employed:
Full time___            Part time____     Casual _____


Legal Status:
Sole Trader _____ Partnership ________Ltd ____

Date Established:
_____________________________________________

The Company

Background of the business:  __________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Products and/or Services:  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Stage of Company development

Review:  (Stage in cycle, market position, image/presentation)  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Planning:  (Do you have a business plan/marketing plan?)  ____________________________________________________________________________________________________________________________________________

Management Control

Management Information:  What type of information do you utilise?  __________________________________________________________________________________________________________________________________________________________________________________________________________________

Where do you get your information from?  __________________________________________________________________________________________________________________________________________________________________________________________________________________

How is it disseminated?  __________________________________________________________________________________________________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Management Systems:  (Paper based, computerised eg Accounts/Quality/Stock Control, etc.

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Equipment (Technology level, competitor comparison)

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Development

Recent Changes:  Introduction of new products/services/methods, training programmes, investments, etc)

__________________________________________________________________________________________________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Potential:  (Design, innovation/creativity,access to resources).

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Training:


Number of employees actively engaged in learning/training programmes:

Typical types of training you currently undertake

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

What methods of training do you use? (Colleges/Training Providers/on the job/distance learning?)

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Typical range of employees undertaking training?

__________________________________________________________________________________________________________________________________________________________________________________________________________________

Information Technology

How does ICT fit in which your vision? – Do you have an IT Strategy?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

How aware is the management of the use of IT within the business?

__________________________________________________________________________________________________________________________________________________________________________________________________________________

How do you envisage ICT benefiting your business?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Could you make better use of the facilities you have available and in what way?

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Are the management/staff aware of the benefits of the Internet within small business?
________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

IT SWOT


Strengths


Weaknesses

Opportunities


Threats

TRAINING NEEDS ANALYSIS

ORGANISATION CHART

PLANNING CHART

COMPANY NAME:









DATE:

Business Objectives
Strengths
Weaknesses
Opportunities
Threats































Business Objectives
Strengths
Weaknesses
Opportunities
Threats































PLANNING CHART

COMPANY NAME:

DATE:

Business Change Priorities
Barriers to Implementing the change
Change priorities involving training
People affected by this training





















COMPANY TRAINING PLAN

PRIVATE 
      JOB HOLDER
         TYPE OF TRAINING
TRAINING  STANDARD NVQ, NVQ UNIT, CERT, DIPLOMA etc
METHOD OF TRAINING:-  EXTERNAL TRAINING,  OWN  COMPANY  TRAINING, DISTANCE  LEARNING etc.
CURRENT TRAINING  COST
START DATE
 FINISH DATE
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THE PURPOSE OF EVALUATION

Evaluation should not be confused with ‘monitoring’.  Monitoring seeks to assess performance – to ensure that projects are making satisfactory progress towards the targets set.  These are the ‘Outputs’.  They are always quantitative and are the direct result of a project’s activity.  In the context of a typical project these might be

· The number of SMEs you have attracted to your scheme

· The number of learners

· How many have left the scheme

· The number of people who achieved NVQs 

· Costs, etc

Evaluation goes further than this by assessing the impact of the project against the objectives, after the event – the ‘Outcomes’.  In other words how the Outputs were achieved.  This may include how the local/transnational partners operated and whether it was useful and beneficial.  

Both of these are fundamental to gaining a full understanding of a project.

EVALUATION

1.
Evaluation should be built in from the outset of the Project as an integral part of the management process.  Such an approach helps ensure the necessary information is available to establish baselines against which achievements can be evaluated.

· What is being evaluated

· What effects are you aiming to achieve, and what are the longer term impacts
· What results are you aiming to achieve and what are the initial impacts

· What are you doing, how are you doing it and what outputs are you aiming to produce.

2.
The crucial research elements to undertaking any evaluation should be

· Analytical – based on recognised research techniques

· Systematic and consistent

· Reliable – data and analysis needs to be validated

· Issue-oriented – needs to address the important issues relating to the project, ie its relevance, efficiency and effectiveness.

· User-driven – designed to provide useful information for the decision makers

3.
There are two stages at which you should undertake an evaluation of a project, at an interim stage and at the end.

Interim Evaluation:  This is undertaken during the life of the project, usually at a determined milestone.  The aim is to track progress and adjust and improve aspects of your project to ensure the outcomes.  An interim evaluation will address whether the project is meeting its objective outputs and whether the processes are effective and efficient.
Final Evaluation:  The final evaluation should be scheduled to take place some time after the end of the project.  The purpose is to review the lessons learned from the project  

· To draw conclusions on the design, implementation and success of the project in the light of the objectives

· To assess the impact of your project

· To stimulate new ideas for innovation



4.
There are five principles to consider for evaluating ADAPT projects

· Innovation

· Transnationality

· Partnership approach

· Multiplier effect

· Mainstreaming

For example:

Evaluation Issue
Questions

Innovation
· What is new about the project and did that aspect of the project work?

Transnationality
· What were the transnational activities and did they work?

· What was the added value of the transnationality?

Partnership approach
· How effective was the local partnership?

· How responsive was the project to local needs?

Multiplier effects and mainstreaming
· What is the potential for replication?

· How has it influenced (or how can it potentially influence) local, regional and national policy?

· Is it possible to make bids for other funding to mainstream the activities?

Your evaluation should also cover other areas of your project.  These may include:

· Project design and management method

· Project management/project delivery mechanism

· Feasibility of the project/products

· Outputs and outcomes

THE PROCESS OF CONDUCTING AN EVALUATION

There are four stages in evaluating a project.

· Define performance indicators –output and outcome indicators which are Specific, Measurable, Achievable, Realistic and Timebound (SMART)

· Gather the data

· Analyse the data - organise basic data into a form that gives you information

· Report the findings



                                                                                                                                                             



Some basic rules and procedures need to be borne in mind before producing a management map for the Evaluation Process.

· Each project will have an overall plan of how it will be taken from the present situation to the desired (in the future)  situation.  This is strategic and will lead to the achievement of the AIM  (purpose of the project) .
· Each strategic plan will be divided into a series of objectives that will be sequentially achieved and move the project in the direction of the AIM - the defined Point of Achievement.  These Objective steps are Tactical.  These are the incremental bits of the big picture.

NOTE - A series of tactical objective steps leads us to the achievement of the Strategic Aim - the ultimate point of the project.  

· There is a requirement to define both the start point of the project (where we all are now) and the aim - the point of achievement.  As soon as that point is reached in accordance with the benchmarks established at the outset - the project has been completed.

NOTE
- Along the project timebase will be 'Event Markers' - these represent the achievement of the SMART benchmarkes at the end of each tactical objective.  As each of these event markers or 'benchmarkes' is reached the process of MONITORING will take place.  This looks simply at the efficiency of the delivery of the project, or its performance against the original plan.  This process is what would be known within a Systematic design as a "Checklist Exercise."

Monitoring is an essential function by which the flow of a project is compared with its predicted behaviour.  Early indications of contract slippage, budget variance and personnel performance (amongst many others) will surface and allow management intervention to prevent cost escalation or undesirable deviation from the original plan. The benefits of the very necessary monitoring are felt only by the project management team.  It gives them information about Progress  against The Plan. 

Evaluation is a streamed (sequential and dependant on preceding and following activities)  process that takes place at fixed points in a project.  In a short project this might be at the mid point (complimented by a monitoring step perhaps) and in longer projects at other significant stages.

The benefits of evaluation are felt by the project designers, managers and beneficiaries.  It gives them information about IMPACT AND ACHIEVEMENT.  It gives them CONTROL.

WHAT IS THE MAIN DIFFERENCE BETWEEN A MONITORING 'EVENT' AND AN EVALUATION?

Monitoring 'checklists' the "work instruction" or project flow plan. Evaluation examines the impact made by the "management plan" 

A work instruction is a set of actions set against a prescribed timescale. These could be Monitored by an observer simply watching the activity and timing the flow of it.

To evaluate the effectiveness of the steps, and the impact made on progress through the project by the skilled and experienced manager one would need to examine technique, the management skill (as in use of resources), experience, expertise and perhaps also contingency management.

The performance criteria for monitoring 'event markers' or tactical steps are purely factual - SMART (see definition on P7) plain and simple.  It either happens, or doesn't

The evaluation criteria have another critical and vital ingredient - the standards/conditions mix.  It is this mix that differentiates between monitoring and evaluating.

Standards / Conditions mix

Each task is described not only by what happens, or what needs to be done, but also by the standard to which it will be done and the conditions under which the task will be accomplished.

Resource Management

Within the project management spectrum there are widely recognised to be four resource fields.

TIME
PEOPLE/   INFORMATION

PREMISES/             EQUIPMENT
£

Of these three, only Premises and Equipment, People and Information and Money can be managed.  Time is an inelastic utility and goes on at the same rate, regardless!  It is not therefore possible to manage time but we do need to maintain an dynamic equilibrium between the other three resources as times linear movement provides an "event spacing" for the sequence of events in a project.

In evaluating a project, a part of a project, it therefore becomes necessary to consider three corners of an interactive triangle:


(A)



Phase or Task at a "Tactical Point" defined by what is required, the standard of the achievement and conditions under which it must be attained.






(B)

(C)

How effectively the Resource Block has been

Used to reach this "tactical point"

The impact that this part of the management plan has had.  An analysis of the original task definition in relation is effective use of resources to give maximum impact.

(A) Is decided and defined at the beginning of the project, representing the tactical objective steps.

(B) Resources are allocated variously at different stages of the project.  These may alter unpredictably (it snows, people get 'flu', equipment beaks down, unplanned expenditure, people less able then anticipated etc.)  and this tests the 'management plan'.  How this is dealt with requires more than a work instruction (the subject of the monitoring) - it requires a manager to deploy the resources most effectively to effect a changing situation within unpredictable circumstances.

(C) The skill of how the project managers use variable resources at (B) to meet the project requirements at (A) to maintain maximum impact and added value is EVALUATION.
(See worked example at Annex 1)

i) Defining performance indicators

What kind of indicators do your need?  Output indicators are based on the projects key targets, ie number of beneficiaries, number of NVQs, length of training, etc.  Outcome indicators relate to the Aims of the project, its principles, philosophy and standards.  For example, “the appropriate range of technologies” for delivering learning and support services direct to SMEs”.  To achieve this you may want to consider

Evaluative Tasks

Task + Standards + Conditions

For example – how would you define ‘appropriate’, what standards are you going to set for measuring ‘appropriateness’, are they achievable and realistic and when in the duration of the project are you going to review this criteria?

Think!……..What will give the outcomes additional impact?

ii) Gathering data
Key questions at this stage are:


· Is the information available already in the form of monitoring returns, previous experiences with SMEs, minutes of meetings, etc?

· Do you need to establish benchmarks?  You may need to do some research.

· Are there any gaps – what do you need to collect that is not already available?

· How are you going to collect your data – any by whom and is it feasible (resources) ?

Apply the 5 ARCS of data quality test

V
-
Valid (ok, it’s a V, not a 5!)

A
-
Authentic source of data

R
-
Reliably obtained (ie significant sample)

C
-
Current  - Now information

S
-
Sufficient  - To give the whole picture

Some samples of approaches to Data Collection

(See Annex 2)

iii) Analysing data
Raw data must be managed in such a way that it produces the information required in a useable format.

iv) Report the findings


The findings must be presented consistently at each evaluation.  It is only by doing this that like for like comparisons can be made of the benefits and effectiveness of the stages being evaluated.  The presentation format must be agreed by all involved to produce quality of useable information that they need.  

PLANNING AND EXECUTING AN EVALUATION

(See Annex 3)

1. Examine the project plan.  Isolate the elements that can be 'checklisted' by monitoring and list these down a timebase line from the start of the project to the end.  These same timebase points may form suitable points for evaluation.

2. Separate the tactical objectives (that stream towards and add up to the Aim - Point of Achievement)  Write a set of standards and conditions for these objectives.  (see the Evaluation Issue - Questions block on page 3).  The Questions provide the basis for this stage.  The first question asks "Did a new aspect of the project work?"  You add "Work to what standards, and under what conditions."

3. Put these tactical steps down alongside the time - corresponding monitoring points.

4. Examine the resource block and define resources available at each evaluation issue point.  This one "checklist" point may therefore have Several Evaluation (tactical objective) points alongside, asking questions of the evaluation in relation to Innovation, Transnationality Partnership and so on. 

5. Look at the expected outcome next to each resource block (which is next to each 'question' with its performance indicators - the standards and conditions - and each 'checklist' monitoring point.)

6. You now have two of the three points of the triangular diagram.  From this the evaluation can see if the impact of the outcome was exactly as effective as predicted (in the management plan), as more so or less no.  Perhaps it was as effective an anticipated, but with much better resource utilisation (ie well managed) or was much less effective with a high use of resources (much time and money spent!) - badly managed.  The impact on the beneficiaries is degraded and the evaluation has identified why.

7. From examining the relationship between the resources used in following a management plan (as opposed to a simple 'events' schedule that can be written as a work instruction and monitored) and the impact (effect, added value and durability) of a tactical step of defined standard - an index of performance can be devised.  The most common of these is a method where each resource is allocated a monetary value and benefits as outcomes costed against the normal market value.  Comparisons can therefore equate to the cost-effectiveness paradigm.

8. The style and flair with which this is achieved, the enduring value to the beneficiaries at minimum resource (as most beneficiaries at a given resource) in a SMART concept.  Monitoring chases progress, evaluation gives it quality.

INDIVIDUAL STAFF TRAINING PLAN                                                                                               

Company 
Your Age


Position                                                                                                                                  
Date compiled

Name of Job Holder
Review Date


Key = C =Are you competent?,  T= Training Needed

List of all essential job skills
C
T
If required:

Type of training
Qualification level
Method of Training – Day Release/College-FT/PT/Distance Learning/Learning Centres








Signature of Job Holder
Signature of Manager

BTN Project Manager:

1. “To develop, define and test a ‘model’ covering best practice in customer service to training delivery to SMEs, using CALL Centre model, plus information and communications technologies to provide ‘one stop’ services.

Process Steps
Activities
Questions
Who responsible
Targets
How
Monitoring Criteria
Eval. Questions
How

Who is to be targeted?
SMEs in Local geographical area
How identified/how many/by whom and by when?
Project Leader
20 SMEs
Database/local lists
10 SMEs by June 99/20 by Dec 99
Did the identification process work?
Take up numbers/types of businesses/

retention

How is this to be done?
Mailshot/

Personal Contact/

Advertising
How much/by whom and by when
Project Leader
20 SMEs
Mailshot & reply slip/personal contact
10% response rate/20 SMEs
Did it work? – did the ‘right’ companies respond?
Analysis of target audience against responses/

retention

Identification of needs
Training Needs Analysis/

Business Plans/

Self Identification
What benchmarks?/

Turnover/

employment/

objectives
Project Leader/staff
SMEs x 20 = 60 trainees (av. 3 per SME)
Personal visits/Training Needs Analysis
Completed Training Needs Analysis. 20% Bus Plans.60 trainees

Satisfaction surveys
How did Business Plans/

Training Needs Analysis influence the training delivered.

Were needs met?
Analysis

Satisfaction Surveys

‘Appropriate’ Training
NetG/ 

work-shops/ Resources/ other material/

course mapping
What/ to what level/under what conditions/ICT/paper materials/

workshops
Project leader/tutors
Outcomes – 15 accredited modules  by Dec.99
Tutor support/

Course mapping/

Support materials/

Progress reports
100%Outcomes

 80% Retention

Nos. of 

packages accessed/

repeat business
Did the training meet business needs?

Did training delivery methods work?
Impact assessment

Training support
Tutor time
How much?
Project leader/tutor
7hrs per student
Preliminary workshop/ 2hrs + 5hrs by telephone/

email/

personal visit. Set up help desk in interim.
Progress reports
What was the average time spent? Was it effective? Did different businesses have different needs?
Evaluation report


CALL Centre Service
What criteria?

Where? Who is going to staff it?

Training?
Project Leader/

Commercial Director
To be established by June 99.

Call response 24 working hours


European bid

Set up ‘Help Desk in interim.

Email direct to tutor

Rate of utilisation
Not applicable

Response records

Satisfaction questionnaire
How easy to use? Were questions answered clearly & comprehensively.Did it solve their problems?
Satisfaction questionnaire

Process Steps
Activities
Questions
Who responsible
Targets
How
Monitoring Criteria
Eval. Questions
How


Materials
What is available and to what level?
Project Leader/tutor
To develop one product
Identification of needs/working with partners
Progress reports/

identification of need
Impact of trial
Evaluation questionnaire

Information
On – line/links to other bodies/

signposting/

services
What information/

How assessed?
Project Leader
50% of businesses accesses other services
Through business plan analysis – identifying a need
25% by June 99

50% by Dec 99
How successful is the Business Advice service?  Did it meet the needs of the business?
Issues raised/ solutions diagnosed/

problems solved.

APPROACHES TO DATA COLLECTION

Method
Advantages
Disadvantages

Record keeping
Systematic; readily available; produces analysable data
May ‘miss’ feelings, impressions and ideas; may be unable to answer key questions

Participant observation
Examines behaviour rather than views about behaviour
Requires high level of observer skill; danger of observer bias; danger that observation will affect behaviour

Self-administered questionnaires
Cheaper than interviewing, allowing larger sample; easy to process and analyse (if well designed)
Less flexible than interviews; need for reading/writing skills may make them inappropriate; people may be unwilling to commit views to paper; may have poor response rate.

Individual interviews (face to face or by phone)
Structures questions can yield quantitative data (yes/no, scores); flexible, clarification and probing is possible
Time-consuming and costly; interviewers must be appropriate and skilled; analysis of interview notes can be difficult.

Group discussion
May bring out ‘difficult’ but shared views;  may improve input from those with poor reading/writing skills
Needs expert facilitation/recording skills danger of domination by most confident or articulate; cannot probe individual feels.


DATA ANALYSIS

Method
Form of Record
Analysis
Reporting

Record keeping
a) simple paper record book

b) Computer database compliance with data protection regulations required
a) complex analysis of paper records is time-consuming

b) a good database makes standard and ad hoc analysis and reporting fast and easy – but requires the right skills and equipment
Summary report of key or requested statistics, with accompanying narrative

Participant observation
a) scoring sheet for ‘closed’ observation – scores may be keyed into database

b) tape-recorder or notebook for ‘open’ observation – summarised transcript

c) trainer/counsellor/

     employer diary
a) periodic analysis – either ‘manual or computer

b) analysis of key issues and events




c) analysis of key issues and events
Brief narrative report

Method
Form of Record
Analysis
Report

Self administered questionnaires
Completed paper sheets filed – scores may be keyed into database
‘Manual’ or computer analysis of scores, summary of themes (by keyword), selection of quotations
Summary report of key or requested statistics, with accompanying narrative

Individual interviews (face to face or by phone)
a) for structured elements, completed sheets filed scores may be keyed into database

b) for unstructured elements, audio tape or interviewers notes-summarised transcript


a) ‘Manual’ or computer analysis of scores

b) summary of themes (by keyword), selection of quotations


Summary report of key or requested statistics, with accompanying narrative

Group discussion
Use one or more ‘rapporteurs’ (not the facilitator of the discussion), review and clarify notes immediately afterwards, type up and file 
Summary of themes (by keyword), selection of quotations
Brief narrative report

TimeBase
Monitor 1

Monitor 2
Monitor    3
Monitor 4
Monitor 5
Post Project 

Assessment



Eval 1

Management Plan
Eval 2

Eval 3

Eval 4

Evaluation5

Monitoring











Tasks
TASKS

Standards 

Conditions
TASKS

Standards 

Conditions


















Resources



















Management activity



















Outcomes
Activities
Activities

















Benefits - 
Quality

Added Value







Evaluation

Define the project objectives





Evaluate


outcomes





Monitor progress against outputs





Agree benchmarks which are Specific, Measurable,


Achieveable, Realistic and Timebound





Identify the outputs and outcomes





£





P/E





P/I





T
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