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• Essential Resources
• Organizational Structure and Capacity
• Aligning Expectations
• Program Theory
• Utilization Focused Evaluation
• Evaluation Culture
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Purposeful Program Theory, Effective Use of Theories of Change 
and Logic Models
Sue C. Funnell and Patricia Rogers 2011
Josey Bass

Essentials of Utilization-Focused Evaluation
Michael Quinn Patton 2012
Sage

Essential Resources
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Organizational Structures and Capacity to Support a 
Network of Networks

• The unique aspects of networks of networks present both 

opportunities and challenges

• A vision of what you want to achieve over appropriate time scales 

• The advancements you’ll make will depend on the:

– ORGANIZATIONS you build

– ACTIONS you undertake

• Thinking deeply about how to match organizational structure and 

implementation (activities) to your intended outcomes and impacts is 

key

• Can you see and articulate how your new network(s) capacities will 

enable you to achieve the outcomes, impacts and change you want?
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Aligning Expectations and Aspirations

• NSF’s Expectations
– Accelerating the process of scientific discovery
– International engagement 
– Leveraged resources across participating networks 
– Development of professional skills for early career scholars
– Big 10 Ideas

• Budgets
– Catalytic: 3 years; $750,000 ($250K/year)
– Full Implementation: 5 years; $2 million ($400K/year)
– Specific guidelines (student support)
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Program Theory — Key Terms

Key Terms Definition

Program Theory
An explicit theory of how an intervention is understood to 
contribute to its intended or observed outcomes

Theory of Change The central processes or drivers by which change comes 
about for individuals, groups or communities

Theory of Action The ways in which programs or other activities are 
constructed to activate a theory of change

Logic Model A representation of a program’s intervention by specifying key 
steps (programs/actions) and outcomes in a sequential 
manner; usually in a diagram

Adapted from Funnell and Rogers;  Table 2.2 
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Components of a Program Theory

Theory of Change

Situation Analysis: 
Identification of 
problems, causes, 
opportunities, 
consequences
Causal

Focusing and Scoping: 
Setting boundaries of 
the program, linking to 
partners

Outcomes Chain: 
The centerpiece of the 
program theory, linking 
the theory of change 
and theory of action

Theory of Action

Desired attributes of 
intended outcomes, 
attention to unintended 
outcomes

Program features and 
external factors that will 
affect outcomes

What the program does 
to address key program 
and external factors

Adapted from Funnell and Rogers;  Table 8.1 



8

Logic Models 

Inputs/
Resources Activities Outputs Long-term 

impacts

Short-
term 

outcomes

Intervention Short-term
Outcomes

Long-term
Outcomes
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Activities at 
System Level

Activities at 
Site level

Activities at 
Client Level

Short Term System Level 
Outcomes

Short Term Site Level 
Outcomes

Short Term Client Level 
Outcomes

Long Term 
Outcomes

Adapted from Funnell and Rogers;  Fig. 5.1 

More Complex Logic Model 
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http://www.wocan.org/our-theory-change

“… The theory of change of WOCAN 
describes our understanding that 
progress in women’s empowerment and 
gender equality requires changes at two 
levels” 

• Individual women and women’s 
groups at the community level that 
experience a change in their 
conditions and positions

• Organizations that can have an 
influence and support women’s 
empowerment and gender equality 
through their policies, financial 
allocations and plans (creating 
enabling environments).
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https://www.espa.ac.uk/files/espa/
ESPA-Theory-of-Change-Manual-FINAL.pdf

Ecosystem Services for Poverty 
Alleviation (ESPA)
Theory of Change & Links to 
Research Activities

Boundary of ESPA’s Influence
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Uses of Program Theory, Theory of Change, Theory of 
Action & Logic Models

• Planning
– Situation analysis
– Strategy development

• Developing an intervention(s)
• Integration of Strategies
• As Management Tools

– Shared vision
– Understanding how individual contributions are integrated
– Developing specific programs, projects, research etc.

• Communicating with stakeholders outside the program
• Developing monitoring and evaluation strategies and metrics 
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Quinn Patton’s Principles 
for Meaningful and Useful Goals

1. Identify outcomes that matter to those that do the work.
2. Distinguish between outcomes and activities.
3. Be specific  — more specific outcomes are more powerful.
4. Each goal should have only one outcome.
5. Outcome statements should be understandable.

Quinn Patton 2012
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6. Formal goals statements should focus on the most important 
program outcomes.

7. State outcomes separately from how they are to be attained.
8. Separate goals from indicators and performance targets.
9. Don’t copy goals from other programs.
10. Use outcome statements to stay focused on achieving results.

Quinn Patton’s Principles for 
Meaningful and Useful Goals

Quinn Patton 2012
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Some Forms of Evaluation

Knowledge
GeneratingDevelopmental

Monitoring

Accountability

FormativeSummative
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Aligning the Type of Evaluation 
to the Focus of the Evaluation

Summative
• What is the overall merit of the program?
• Have stated goals and intended outcomes been achieved?
• How does the program compare to peers or a reference group?
Accountability
• How have the resources been appropriately used to accomplish results?
• Who is accountable to whom and for what?
• Are rules and regulations being followed (compliance)
• Costs and benefit analysis 
Monitoring
• To what extent are expected outcomes being attained over defined intervals?
• Is there routine monitoring of key activities?
• Is the information analyzed?

Quinn Patton 2012
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Formative
• How can the program be improved?
• Over what time frame?
Developmental
• Is organizational development and rapid response a key part of the 

program?
• Is the program situated in a highly dynamic and complex system with high 

degree of uncertainty?
Knowledge Generating
• What can be learned and generalized from the program?
• Who needs to know what the program learns?

Aligning the Type of Evaluation 
to the Focus of the Evaluation

Quinn Patton 2012
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Evaluation Purpose Intended Users What’s at Stake

Summative Those who make decisions 
about program’s future

Very High Stakes — program future can be 
at stake

Accountability Executive Managers, Funders 
etc.

High Stakes—depending on program 
visibility

Monitoring
Program Mangers & Staff Low Stakes — Can be ongoing, routine 

unless part of accountability monitoring 

Formative
Program Managers & Staff; 
Those involved in day to day 
operations

Moderate Stakes— helps managers make 
adjustments to implementation

Developmental
Innovators, those who want 
to make change in dynamic 
environments

Low stakes — day to day tactical 
adjustments; 
High stakes — for longer term impacts

Knowledge 
Generating

Program Designers, 
Modelers, Scholars; 
Policymakers

Moderate to low stakes — incremental 
accumulation of knowledge; informs 
general practice

Quinn Patton 2012
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Utilization Focused Evaluation Framework

1. A specific participant or “client”
2. The desired outcome for that target group
3. One or more indicators for the desired outcome
4. Performance targets
5. Details of data collection methodologies
6. How the results will be used

Quinn Patton 2012
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Utilization  Focused Evaluation

1. The questions can be answered sufficiently to inform understanding and 
support action

2. Questions can be answered in a reasonable time frame and at reasonable 
cost

3. Data can be brought to bear on the questions
4. The answer is not biased or predetermined by the phrasing of the question
5. The primary intended users want the question answered
6. The answer is actionable; intended users can indicate how they would use 

the answer for future decision making and action

Quinn Patton 2012
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What Might be Unique about Evaluating a Networks of Networks?

Networks Should 
• Filter
• Amplify
• Invest/Provide
• Convene
• Build Communities
• Facilitate

Mendizabal 2006
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Network Vibrancy
• Structure and Governance
• Ownership
• Diversity of Interactions
• Interdependence
• Alignment
• Cohesion
• Adaptation and Evolution

Possible Evaluation Foci for Networks

In the above picture, the circles represent the vertices and lines connecting the circles

are edges. If this graph represented a social network, the circles would represent

people, and an edge between two vertices could signify that those two individuals are

friends.

We will look at a special type of network called an ego network. In an ego network,

there is a “central” vertex or the ego vertex which the network revolves around.

As you can see, the communities closely align with the vertex hubs. Because this

dataset was compiled by aggregating the ego network of ten individuals, the different

communities most likely reflect the different ego networks.

Conclusion

Graphs and networks are becoming more popular in data science everyday. Neo4j is a

database that represents data as a graph, and topological data analysis algorithms and

spectral clustering algorithms build upon graphs to identify flexible patterns and sub-

structures in data.

https://blog.dominodatalab.
com/social-network-analysis-
with-networkx/

https://idl-bnc-idrc.dspacedirect.org/bitstream/handle/10625/50770/IDL-
50770.pdf?sequence=1&isAllowed=y
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Connectivity
• Communications Practices

– Effective activities (workshops, events, exchanges)

• Communications Quality

– New interactions, diverse interactions

• Participation

– Who and for how long — sustained interactions

• Collaboration

– Level of collaboration

– Willingness to work together

• Coordination

– Link to governance — strategic efforts & connections

Possible Evaluation Foci for Networks

https://idl-bnc-idrc.dspacedirect.org/bitstream/handle/10625/50770/IDL-50770.pdf?sequence=1&isAllowed=y
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Effects/Outcomes/Impacts
• Scholarly products (papers, talks etc.)
• Bibliometrics
• Media and other products
• Capacity building for early career and more senior 

network(s) members

• Value added for network members
• Importance/influence in the networks’ focus area
• Systemic change (Theory of Change)

https://idl-bnc-idrc.dspacedirect.org/bitstream/handle/10625/50770/IDL-50770.pdf?sequence=1&isAllowed=y

Possible Evaluation Foci for Networks
RIVER RESEARCH AND APPLICATIONS

River Res. Applic. 19: 397–441 (2003)
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A GLOBAL PERSPECTIVE ON ENVIRONMENTAL FLOWASSESSMENT:
EMERGING TRENDS IN THE DEVELOPMENT AND APPLICATION OF

ENVIRONMENTAL FLOW METHODOLOGIES FOR RIVERS

R. E. THARME*

Freshwater Research Institute, University of Cape Town, Rhodes Gift, 7701, South Africa

ABSTRACT

Recognition of the escalating hydrological alteration of rivers on a global scale and resultant environmental degradation, has led
to the establishment of the science of environmental flow assessment whereby the quantity and quality of water required for
ecosystem conservation and resource protection are determined.
A global review of the present status of environmental flow methodologies revealed the existence of some 207 individual

methodologies, recorded for 44 countries within six world regions. These could be differentiated into hydrological, hydraulic
rating, habitat simulation and holistic methodologies, with a further two categories representing combination-type and other
approaches.
Although historically, the United States has been at the forefront of the development and application of methodologies for

prescribing environmental flows, using 37% of the global pool of techniques, parallel initiatives in other parts of the world have
increasingly provided the impetus for significant advances in the field.
Application of methodologies is typically at two or more levels. (1) Reconnaissance-level initiatives relying on hydrological

methodologies are the largest group (30% of the global total), applied in all world regions. Commonly, a modified Tennant
method or arbitrary low flow indices is adopted, but efforts to enhance the ecological relevance and transferability of techniques
across different regions and river types are underway. (2) At more comprehensive scales of assessment, two avenues of applica-
tion of methodologies exist. In developed countries of the northern hemisphere, particularly, the instream flow incremental
methodology (IFIM) or other similarly structured approaches are used. As a group, these methodologies are the second most
widely applied worldwide, with emphasis on complex, hydrodynamic habitat modelling. The establishment of holistic meth-
odologies as 8% of the global total within a decade, marks an alternative route by which environmental flow assessment has
advanced. Such methodologies, several of which are scenario-based, address the flow requirements of the entire riverine eco-
system, based on explicit links between changes in flow regime and the consequences for the biophysical environment. Recent
advancements include the consideration of ecosystem-dependent livelihoods and a benchmarking process suitable for evaluat-
ing alternative water resource developments at basin scale, in relatively poorly known systems. Although centred in Australia
and South Africa, holistic methodologies have stimulated considerable interest elsewhere. They may be especially appropriate
in developing world regions, where environmental flow research is in its infancy and water allocations for ecosystems must, for
the time being at least, be based on scant data, best professional judgement and risk assessment. Copyright# 2003 John
Wiley & Sons, Ltd.

key words: environmental flow assessment; environmental flow methodologies; riverine ecosystems; country applications; global trends;
developing regions

INTRODUCTION

On a worldwide scale, existing and projected future increases in water demands have resulted in an intensifying,
complex conflict between the development of rivers (as well as other freshwater ecosystems) as water and energy
sources, and their conservation as biologically diverse, integrated ecosystems (Dynesius and Nilsson, 1994;
Abramovitz, 1995; Postel, 1995; McCully, 1996; World Commission on Dams (WCD), 2000; World Conservation
Union (IUCN), 2000; Green Cross International (GCI), 2000). A growing field of research dedicated to assessing
the requirements of rivers for their own water, to enable satisfactory tradeoffs in water allocation among all users of
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a  b s  t  r a  c  t

With  project-based  research  becoming  a major  form  of  research  organisation,  coordination  and  manage-
ment has become  an important  task in  interdisciplinary  research  collaborations  and a key  determinant
of their  success.  Yet  little  theory-based  information  is available  regarding  the decisive  determinants  of
project management  success  and  the  functions  it  needs  to fulfil.  Based  on the assumption  that such
projects are  temporary  organisations,  we  have  adapted  the  Competing  Values  Framework  (Quinn,  1988;
Quinn and Rohrbaugh,  1983),  taken  from  the literature  on  organisation  management,  making  it  usable
for project  managers  in interdisciplinary  research  projects.  Via  a  case  study  from  a European  Integrated
Project, we have  developed  four  essential  management  fields,  relating  them  to  the  existing literature  on
management of  inter-  and  transdisciplinary  research  projects.  Our  resulting  Interdisciplinary  Research
Management Framework  makes  coordinator  functions  explicit  and  plausible,  while  also being  generic,  in
that specific  coordination  duties  can  be  attributed  to functions  relatively  independent  of  project  topic.  The
framework can  facilitate  the structured  planning,  conducting  and  evaluating  of  management  activities  for
large interdisciplinary  projects.  It can  be  a practical  tool  for  project  leaders  and scientific  administrators,
but may also help  to  facilitate  further  academic  discussion  on  interdisciplinary  research  management.  The
production of  results  dependent  on  information  transfers  between  project  consortia  and target arenas
(e.g. the science–policy  interface)  remains  a major  challenge.  In any case,  a  “re-invention  of  the wheel”
process, in  the sense  of  personal  and  project-specific  learning,  still  seems  to be  somewhat  necessary  for
organising context-specific,  temporary  interdisciplinary  research  programmes.

© 2012 Elsevier B.V. All rights reserved.

1. Introduction

It  is commonly expected that applied environmental research
should contribute towards solving the grand challenges of our envi-
ronment, such as sustainable land use, food security or conservation
of nature (e.g. Kueffer and Hirsch Hadorn, 2008). The complexity,
ambiguity and uncertainty of such challenges require analysis from
many different viewpoints and disciplines in ways that are best
addressed by  inter- or even  transdisciplinary research approaches
(Jahn, 2008, p. 35). In addition, crossing disciplinary boundaries
in addressing a common research goal often also involves non-
academics (for  a review on terminology, see Tress et al., 2004;
for interdisciplinarity indicators see Huutoniemi et al., 2009). Such
complex inter- and transdisciplinary research processes require
coordinated research management to be successful and efficient
(Pregerning, 2006), but  documented practical knowledge in this
area is scarce (Dewulf et al., 2009).

∗ Corresponding author. Present address: Humboldt University of Berlin, Depart-
ment of Agricultural Economics, Philippstrasse 13, 10099 Berlin, Germany.
Tel.: +49 30 2093 6446; fax: +49 30 2093 6236.

E-mail address: bettina.koenig@agrar.hu-berlin.de (B.  König).

The design of an inter- or transdisciplinary research programme
aims at achieving a holistic, comprehensive picture of the prob-
lem at stake (Klein, 2004), requiring an open and complex research
design. This, however, usually comes into conflict with achieving
effective organisation and management, because it is confronted
with various attitudes of researchers from different disciplines
and different languages and cognitive systems (Pregerning, 2006;
Hollaender et al., 2008; Tress et al., 2004). Evaluations of experi-
ence gained in inter- and transdisciplinary research settings have
resulted in general management rules and recommendations, such
as facilitating mutual learning, enabling shared goal definition, cre-
ating rules for  cooperation and synergy, managing complexity and
heterogeneity, planning integration, balancing personal attitudes
of involved researchers, endorsing publications in refereed jour-
nals, and considering project impacts on career opportunities (see
Hollaender et al., 2008, p. 385; Tress et al., 2005; Bruce et al., 2004;
Bergmann et al., 2005; Kueffer et al., 2007).

It is recognised that the situation-specific circumstances of
interdisciplinary research are important determinants of  success
or failure and that it is,  therefore, difficult to generalise rules
for effective management (Hollaender et al., 2008, p. 387). More-
over, a theoretical framework for interdisciplinary research from
which viable solutions for research management could be drawn

0048-7333/$ – see front matter ©  2012 Elsevier B.V. All rights reserved.
http://dx.doi.org/10.1016/j.respol.2012.05.006

COMMENT
REPRODUCIBILITY A call 

to shun predatory 
journals p.326

FILM Biomechanics adviser 
to Finding Dory in 
conversation p.325

PHYSICS A fond history of the 
Cavendish, a lab with few 
rivals p.323

POLICY Rubric for prioritizing 
action on the Sustainability 
Development Goals p.320

How will the 10  billion people 
expected to be living on Earth by 
2050 obtain sufficient and nutri-

tious food? This is one of the greatest chal-
lenges humanity faces. Global food systems 
must supply enough calories and protein 
for a growing human population and pro-
vide important micronutrients such as iron, 
zinc, omega-3 fatty acids and vitamins. 

Deficiencies of micronutrients — so 
called because the body needs them only 
in tiny amounts — can increase the risks of 
perinatal and maternal mortality, growth 
retardation, child mortality, cognitive def-
icits and reduced immune function1. The 
associated burdens of disease are large. 
Forty-five per cent of mortality in children 

under five is attributable to undernutrition; 
nutritional deficiencies are responsible for 
50% of years lived with disability in chil-
dren aged four and under1.

Fish are crucial sources of micronutri-
ents, often in highly bioavailable forms. 
And fish populations are declining. Most 
previous analyses have considered only how 
people will be affected by the loss of protein 
derived from fish. We calculate that this is 
the tip of the iceberg. Combining data on 
dietary nutrition, and fish catch, we predict 
that more than 10% of the global popula-
tion could face micronutrient and fatty-acid 
deficiencies driven by fish declines over the 
coming decades, especially in the develop-
ing nations at the Equator (see ‘Troubled 

Waters’. This new view underlines the need 
for nutrition-sensitive fisheries policies.

NUTRITIONAL RISK
Presently, 17% of the global population is zinc 
deficient, with some subpopulations being 
particularly at risk1. Nearly one-fifth of preg-
nant women worldwide have iron-deficiency 
anaemia and one-third are vitamin-A defi-
cient1. We estimate that 845 million people 
(11% of the current global population) are 
poised to become deficient in one of these 
three micronutrients if current trajectories 
in fish-catch declines continue. 

Considering nutrients found only in 
foods derived from animals, such as vita-
min B12, and DHA omega-3 fatty acids 

Fall in fish catch threatens 
human health

Christopher Golden and colleagues calculate that declining numbers of marine 
fish will spell more malnutrition in many developing nations. 

Women from a traditional sea-harvesting community fishing in Mozambique.
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Evaluation as a Tool & “Culture” Within Organizations 


