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Beyond seeking feedback

This is a practical tool to help organisations plan why, when and how to 
involve the people they work with in evaluation. It was developed over a 
period of 18 months by a group of projects which already had significant 
experience of involving people in their work and wanted to understand how to 
do this in relation to evaluation. 

Many organisations are experienced at involving the people they work  
with in different aspects of their work (eg governance or project planning).  
This workbook, however, focuses on involving people in evaluation.

These days, most organisations are used to seeking feedback from the people they work 
with. This workbook goes a step further and helps organisations work out when and how to 
involve people at the various stages of evaluation.  

Terminology

By people you work with we mean your clients or service users – those people who have a 
need which you are trying to meet. For example:

Type of organisation People they might work with

befriending project people who are socially excluded

counselling service people in crisis and/or with mental ill-health

employability project people who are long-term unemployed

hostel people who are homeless

independent support 
organisation

people who are eligible for Self-directed 
Support and/or those who support or care 
for them

mediation service people embroiled in family disputes

youth club young people

See appendix 
(p42) for more 
background 
information.

What this workbook is about
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Neutralising the threatCarers Trust Scotland’s experience
To allay staff ’s concerns we: acknowledged individuals’ expectations and unique contributions; created a shared sense of purpose; and co-wrote role descriptions, working agreements, values statements and clear boundary guidelines.

Quick snapshot:

eg:   How can you get a clear steer on which decisions are yours to make and which require specific consultation?

Don’t be afraid to use your professional judgement sometimes – but do 

think carefully about how and when. Do you need to involve the people you 

work with in making every single decision or is that what they are paying you 

for? [See Deciding how people should be involved example on p11].

eg:   Who might feel threatened by this process? Do you?  
What can you do to make it feel less threatening?

Be aware that staff could feel threatened by the people they work with 

becoming more involved in evaluation. They might feel that they are being 

checked up on, that they are not fully trusted to evaluate fairly or that they are 

having part of their job taken away. Remember, this could include you!your notes

your notes
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Evaluation is a continuous process which allows you to: 

  collect evidence in order to measure the difference your  
project or organisation is making

learn about what does (and doesn’t) work

report on these findings 

There are many good reasons to evaluate your project. You can:

  find out whether or not the activities you are carrying out are making 
the difference you thought they would 

learn how to tweak your project to make it more effective 

  provide ongoing motivation for staff, volunteers - and the people 
you work with

report to your managers, board and funders

gather evidence to inform future funding applications

What worked,  
for whom, in what 
circumstances?

Pawson & Tilley, 1997

How to use this workbook

What we mean by evaluation

Why evaluate?

This workbook has been designed as an editable 
electronic document with spaces for your notes so you 
can type your ideas as you go along, discuss the issues and 
your thoughts with other people in your organisation and 
use your notes as a planning tool. 

Throughout the workbook you will find quick snapshots 
of relevant experience from members of the working 
group. Some of these examples also link to full case 
studies which you can find at the end of the document. 
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Potential benefits of involving the  
people you work with in evaluation

…have more
influence

…increase
their self 

confidence

…have an
increased sense 

of ownership

…learn new
skills

…have
opportunities 

for peer 
support

…feel more
included

people you work 
with can…

…contribute
to policy with 

more  
authority

…improve the
quality of its 

service

…gain
a broader 

perspective

…write
stronger 
funding 

applications

…improve
the design of 

future services

…be
reminded why  

it exists

your  
organisation  

can…
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I’ve been able to gain new 
skills – no it’s actually not 
gain new skills, it’s actually 
use skills that I’ve had in 
the past that had actually 
become dormant.

Obviously there was a wee bit of nerves but  
it’s good nerves … It’s given me a purpose 
again. It’s given me something that I’m 
looking forward to every week.

I’ve been able 
to be included 
in something.

I’ve found it’s made me 
more thoughtful… and 
actually look at things in 
a different process.

I just love being 
part of it and 
it’s built up my 
confidence.

Just be 
yourself. 
Try not 
to be 
nervous.

I just want to improve 
people’s different 
services and make 
lives for people with 
disabilities a better life 
in the future.

Allan Budge

John Gallon
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Why do you want to involve the
people you work with in evaluation?

your name: 

organisation: 

project (if applicable):

who are the people your  
project / organisation  
works with?

what do you hope will be the advantages of involving the people you work with to a greater degree in evaluation? 

what is your motivation for completing this workbook? 

date:

(You may have other reasons besides those listed on page 6.)
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The evaluation pathway

Stages of evaluation

In our experience, third sector organisations predominantly involve the 
people they work with in evaluation at Stage 2: Collecting Information. 
This is most likely to be in terms of seeking feedback from them (rather 
than involving the people they work with in collecting the information or 
deciding how to do it). For example, they ask the people they work with 
to complete questionnaires, take part in focus groups or participate in 
interviews in order to gather their opinions.

Evaluation Support Scotland (ESS) bases  
its work on a 4 stage evaluation pathway. 

1

2

34

2. collecting
information

What kind of evidence 
do you need so you 
can find out if you 
are achieving your 

outcomes? How will 
you collect it?

4. learning from
(and acting on)

findings
How are you going to 

use what you  
have learned about 

your work?

1. setting
outcomes

What is the difference you 
are trying to make for the 

people you work with?

3. analysing and
reporting
What does the

evidence you have
gathered tell you? Who 

do you need to tell 
about it and how?

You can read more and find free resources  
at www.evaluationsupportscotland.org.uk

http://www.evaluationsupportscotland.org.uk
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It may be that this is often the most appropriate way for your organisation 
to involve the people you work with in evaluation; but it can also be worth 
considering involving people at other stages:

Involving people at stage 1  
(setting outcomes)
Advocacy Service Aberdeen’s experience

In the past we have always approached evaluation by 
looking at how we can measure the project outcomes 
we’ve identified in the funding application. It has 
been interesting to start the process of evaluation 
by looking at what our service users consider to be 
the most important things to evaluate. While they 
do consider project outcomes significant and want to 
measure these, they are more interested in exploring 
the relationship between advocacy worker and service 
user. Their questions are more about trust and empathy. 
It may be that it is only by achieving people’s personal 
outcomes such as these that you can hope to achieve 
your project outcomes.

Quick snapshot:

read the full case study on p36

1
2

34

stage 1.  
setting 

outcomes

service users are 
more interested in 
questions of trust 

and empathy
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Deciding how people should be involved
Health and Happiness’ experience

Involving people in evaluation to a greater degree doesn’t mean 
that it’s always practical or possible to include service users 
automatically in everything. Involvement needs to be tailored to the 
interests of the individuals and to the contexts where they feel they 
have the most meaningful experiences to contribute. 

I was agonising over this issue on one occasion, but when I set up a 
meeting of the core group of people with learning disabilities they 
made it very simple for me (as usual): “But that’s what we pay you 
for!” In this instance, the group were very clear that they were not 
interested in the mechanics of what they saw as the more ‘boring’ 
aspects of evaluation but they did want to be involved in gathering 
stories. They did not want full involvement but simply to shine 
their torch on specific points on laybys in the road and focus on 
them - while it was my job to deal with the overall mechanics and 
process of getting the road built and to the right destination! 

I learned that these decisions are best 
made on the basis of a frank and honest 
conversation with everyone concerned.

Quick snapshot:

However, it is also important to be sure that people are involved in ways that 
make sense both for them and the circumstances. For example, if someone 
is to take increased control they also need to be able to accept increased 
responsibility. Equally, involving the people you work with to a greater degree 
doesn’t mean that your professional knowledge and experience become 
irrelevant. 

The size and need of your organisation will also help to determine at what stage 
and to what extent the people you work with may choose to be involved. 

the group didn’t want to be 
involved in what they saw as the 

“boring” aspects of evaluation but 
they did want to gather stories
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For example, in a small third sector association with no employees but a core 
group of volunteers and only one main type of activity, collecting and analysing 
information will be a fairly contained task with a central focus. This may mean 
that the people they work with who want to be involved are more likely to 
engage with the whole process. 

However, for a larger charity with a head office, hundreds of staff, many different 
projects and several geographical sites, it may be that only certain evaluation 
tasks are relevant to particular service users. 

In other words, think carefully about which aspects of the evaluation are 
relevant to the people you work with and make sure their involvement is 
meaningful and proportionate, taking into account the size and tasks of your 
organisation.
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There is a range of different degrees to which organisations might involve people 
they work with in evaluation. 
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This spectrum corresponds to the degree of commitment required from both 
the organisation and the people they work with. 

ask people you work with for comments

invite people to contribute their individual stories

ensure people involved are a representative sample

develop user forums which contribute regularly to evaluation

provide training/additional support to those involved 

involve people you work with in planning part of the process

involve people you work with in deciding the format of materials

involve people in doing some of the evaluation work

people you work with control the evaluation process

The spectrum of involvement
gr

ea
te

r
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Now… The future…

evaluation stage At which position(s) on the 
spectrum are the people you 
work with currently involved?

At which position(s) on the spectrum 
would you like to involve the people you 
work with in the future?

What level of priority does 
this have?

1.  setting 
outcomes

ask people for comments – on 
our feedback forms we ask 
people whether the project 
outcomes we have set are 
relevant to them

invite people to contribute their 
individual stories – we could easily ask 
people whether our service has made 
any other (unexpected) difference 
to them and use this to check our 
outcomes are right

involve people in doing some of the 
evaluation work – it would be great 
to work with service users to develop 
the project outcomes for our next 
funding application

immediate 

medium term

2.  collecting 
information

not at all – we ask people 
for feedback, but they aren’t 
involved in deciding what 
information we should 
collect or how, nor in actually 
collecting information

involve people you work with in 
deciding the format of materials – we 
designed our information collection 
methods without consulting the 
people we work with – we should find 
out whether there are better ways we 
could get the same information

medium term

3.  analysing and 
reporting

not at all not sure whether this is appropriate 
for our project – could revisit at a later 
date

long term

4.  learning from 
(and acting on) 
findings

not at all develop user forums which contribute 
regularly to evaluation – we could ask 
a group of people to help us think 
about what our evaluation results 
mean and how we could tweak our 
service before writing our annual 
report each year

ensure people involved are a 
representative sample - the group 
should be representative of our clients

medium term

The extent to which one project involves people in evaluation might not be 
appropriate for another and this may vary over time. 

Equally, a project might decide to involve the people they work with to different 
degrees at each stage of the evaluation pathway. For example, staff might ask the 
people they work with to comment on the outcomes they have set (ie at the top 
of the spectrum for stage 1: setting outcomes), but to be in control of collecting 
information (ie at the bottom of the spectrum for stage 2: collecting information).

Example prioritisation:
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Now… The future…

evaluation stage At which position(s) on the 
spectrum are the people you 
work with currently involved?

At which position(s) on the spectrum 
would you like to involve the people you 
work with in the future?

What level of priority does 
this have?

1.  setting 
outcomes

2.  collecting 
information

3.  analysing and 
reporting

4.  learning from 
(and acting on) 
findings

What are your priorities?
Find out about 
the spectum  
of involvement 
on page 13
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Principles

In this workbook we define principles as things which you would fight for 
and which won’t change over time.

These are distinct from the approaches you might use to ensure that you 
are following your principles [see p17]. 

Based on our experience, we believe that the core principles of involving 
people you work with in evaluation are to: 

make a commitment to sharing power and responsibility

respect all diversity

enable and support people to participate

recognise and make best use of individuals’ experience

do no harm (at the very least)

Sharing power and responsibility
Highland SDS Consortium’s experience

Saying you will share power is one thing, doing it in practice 
is another because it forces you to consider very carefully the 
preconceived notions that we hold as professionals / support 
workers about what is right and good for others. 

We experienced this recently when service users and staff had 
opposing views about who to recruit. In this case, we went with 
the service users, but it was not without much soul searching and 
effort on the part of the professionals. Sometimes we need to 
be willing to let others make decisions based on their level of 
experience, because without this, no-one learns anything.

Quick snapshot:

read the full case study on p38
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Approaches

Approaches are ways of working while involving the people you work with in 
evaluation which can help your organisation follow the principles identified 
above [see p16].

Over the next few pages we explain some approaches which we think can help 
you adhere to the principles of involving the people you work with in evaluation: 

throughout the whole process [see p18]

at the planning stage [see p20]

during the action stage [see p26]

at the end [see p32]

NB: Not all of these recommendations will apply to all types of involvement.

“Approaches” image: © “Bisley Common 2 - geograph.org.uk - 1411580” by Jonathan Billinger

geograph.org.uk
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eg:   What does inclusive language mean for all the different people you work with? your notes

Use inclusive language. Find out what language and terminology makes 
sense to the people involved and use it. Will people be able to understand the 
concepts fully? Will they be able to express their opinions? Do people need 
communication support? Find out what format(s) you need to use for materials 
(eg: EasyRead, large print, Braille). Always be aware of your audience and check 
understanding appropriately and regularly.

Respect and accommodate individuals’ circumstances. What could make it 
more or less difficult for someone to participate? Are there any cultural issues 
which you need to take account of? Make it clear that there is no obligation 
to take part. Find out whether they will incur any costs as a direct result of 
participating (eg travel, childcare, relief care, personal assistant). Remember 
that people’s situations may fluctuate and some people may be unable to stay 
involved - it might be worth recruiting more people than you think you need to 
avoid people feeling undue pressure. Some forms of involvement may be easier 
for some people than others (eg commenting by e-mail / telephone or joining a 
discussion using Skype rather than attending a meeting). 

Throughout 

We recommend that throughout the whole process you:

eg:   What might make it more difficult for the individuals you work with to 
participate? What can you do to make it as easy as possible for them?

your notes
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Neutralising the threat
Carers Trust Scotland’s 
experience

To allay staff ’s concerns we: 
acknowledged individuals’ 
expectations and unique 
contributions; created a shared 
sense of purpose; and co-wrote 
role descriptions, working 
agreements, values statements 
and clear boundary guidelines.

Quick snapshot:
eg:   How can you get a clear 

steer on which decisions 
are yours to make and 
which require specific 
consultation?

Don’t be afraid to use your professional judgement sometimes – but do 
think carefully about how and when. Do you need to involve the people you 
work with in making every single decision or is that what they are paying you 
for? [see Deciding how people should be involved example on p11].

eg:   Who might feel threatened by this process? Do you?  
What can you do to make it feel less threatening?

Be aware that staff could feel threatened by the people they work with 
becoming more involved in evaluation. They might feel that they are being 
checked up on, that they are not fully trusted to evaluate fairly or that they are 
having part of their job taken away. Remember, this could include you!

your notes

your notes
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eg:   What kind of relationship does your project tend to have with the people  
you work with? What kind of time and energy do these people typically have? 

Set out clearly why you are asking the people you work with to become 
involved in evaluation. What is in it for your organisation and for the people 
involved? Make sure your plans make sense given the type of service you run. 
Some projects inherently build long-term relationships with the people they 
work with. Others may only have short-term or very occasional contact. Some 
projects work with people who are likely to have spare time and energy, others 
less so. These are some of the factors which may influence to what degree it may 
be appropriate to involve the people you work with in evaluation.

eg:   Who will have responsibility for managing the involvement of the 
people you work with in evaluation? What do you need to do to make 
sure they have enough time to do this?

Give one person responsibility for managing the process. Are they 
responsible for evaluation as a whole or just for the involvement of the people 
you work with? Make sure they have enough time available to dedicate to this 
task. Keeping people informed and good communication generally is key to 
making this a success.

Planning

We recommend that at the planning stage you:

your notes

your notes



Involving people in evaluation          21

eg:   What different roles could there be? Are they all potentially interesting  
(for someone)? How much commitment will each role need? 

Define clear, meaningful roles for those who are involved. Avoid tokenistic 
involvement but also be aware of not overburdening participants. Be explicit 
about the level of commitment you are asking for and why people’s input is 
valuable to you. Make it interesting and have a range of roles available.

eg: How are you going to do this – and when?

Consult on the agenda. Ask the people you work with what the issues are. Allow 
enough time for people to respond and for you to take their opinions into account 
in the planning process.

your notes

your notes
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Negative consequences of tokenism
A group of people with learning disabilities lived in individual 
flats in a tenement. They each had 24 hour support from the same 
organisation which had a staff flat in the tenement. The local 
authority wanted to evaluate the service quickly as the contract 
was due for renewal. They organised a two day planning event in 
a nearby hotel to design the evaluation questions and plan the 
process. It was agreed that it was good practice to involve service 
users from the outset so they invited one of the people who sits 
on their service user consultation group to attend the planning 
event. This gentleman has a learning disability, but lives on his 
own in the community and is not in receipt of any support. 

Part of the evaluation process involved a focus group of the 
people who lived in the tenement giving their views on the 
service. It soon became apparent that they were extremely 
unhappy with the way the evaluation had been planned and 
asked why they hadn’t been involved. They were particularly 
outraged because they felt that a ‘token’ person with a learning 
disability had been part of the planning team: 

“What does he know about any of this? It would have 
been better if you had just got on with it yourselves if 
you couldn’t include us.” 

Several people left the group and refused to participate in the 
evaluation.

Quick snapshot:
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eg:   When do you need to have completed the tasks you have identified?  
How long do you think it will take to do them, taking into account the level  
of involvement you are asking of the people you work with?

Allow plenty of time. Involving people you work with in evaluation will almost 
certainly take significantly longer than you expect – think your timetable through 
carefully in light of the degree to which you plan to involve the people you work 
with. Be realistic – if you don’t have long enough on this occasion, tackle a smaller 
task this time.

eg:   What resources do you have available to enable this process?  
To what degree can you afford to involve people at this point? 
Should you seek specific funding to make this possible?

Think about other resource implications too. If the process takes longer it will 
probably require more staff time in terms of preparation, administration and 
support. You may also have to pay for transport, accessible venues, interpreters etc. 
Your capacity to do this may impact on the ways in which you are able to involve 
people. Make sure your plan is manageable. Consider building the cost of this work 
into funding applications.

your notes

your notes
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eg:   How will you make sure you get a range of people involved?  
Who will you ask – and why them?

Consider how you are going to recruit participants. Given the stages and 
aspects of evaluation in which you want to include people, do you need to make 
sure that you are genuinely reflecting the diverse range of people you work 
with? Do you need a representative sample? Does it matter if it’s always the same 
people who are involved – if so, how can you avoid this? How can you make sure 
that you involve those whose voices are seldom heard? Give people genuine 
choice about how they are involved and for how long. Make sure people don’t 
feel beholden to get involved just because they have benefited from your project 
– make it clear that if they choose not to take part this will not affect the service
they receive.

eg:   How will you use the results? How will you make sure the people 
involved are aware of and understand your plans?

Be clear in advance about how the results will be used. Make sure participants 
have realistic expectations of the kind / degree of changes which may follow 
otherwise they may become disillusioned. Be clear that evaluation is about more 
than one individual’s wishes, but that everyone’s contribution will be heard.

your notes

your notes
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eg:   What training might be needed and for whom? Who could provide it? 
How long might this take?

Think about whether any training / specialist support is needed – either for 
paid staff or for the people they work with. If staff are being asked to run focus 
groups, do they have experience of doing this? Do the people you work with 
need to learn about evaluation? Do they know all about the full range of services 
you provide?

The interviewing process  
can be quite overwhelming  
to hear where people were 
at. I didn’t know how bad the 
institutions could be.

Peer researcher

your notes
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eg:   What do you need to tell people and when?  
What is the best way to give people this information? 

Give people appropriate information about what is expected of them in 
advance. People may be anxious if they have never been involved in this kind of 
activity before. It is helpful for people to know when, where and how they are to 
be involved, who else will be there, how they can claim expenses.

eg:   Do you have a suitable space to meet with the people who are going  
to be involved? If not, can you borrow one or afford to hire somewhere?

Ensure nice surroundings and provide refreshments. This will help to make 
people feel valued and contribute to a relaxed atmosphere. Make sure you take 
any required accessibility issues into account.

Action

We recommend that during the action stage you:

your notes

your notes
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eg:   When will you discuss this issue? Can you come up with a blanket  
solution or will it depend on the topic under discussion?

Consider and clarify how any conflicts will be resolved early in the process. 
For example, what will you do if staff and the people you work with come to 
different decisions about something or if two people in the group strongly 
disagree?

eg:  When will you discuss this issue? How will you make these decisions?

Consider and clarify decision-making processes early on. Will you aim for 
consensus? Will you take a vote on more controversial decisions? Who will have the 
deciding vote if necessary?

your notes

your notes
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eg: How can you create opportunities for everyone to do this?

Allow the opportunity for people to express any particular bias which 
they bring with them. This will help everyone to understand the range of 
personal perspectives involved. Even if you think you know what bias someone 
might have, you may be surprised! Remember, not everyone will necessarily be 
comfortable doing this at the beginning

eg:   Are there any ground rules which are non-negotiable? How will you  
encourage people to think about what other rules might be needed?

Agree boundaries and stick to them. It can be helpful to review these occasionally 
and revise them if necessary. It is a good idea to write these down so you can refer 
back to them (and amend them) at a later date if necessary. Always practice good 
housekeeping – for example sending out joining instructions in plenty of time, 
issuing reminders if appropriate, keeping to agreed timescales etc.

your notes

your notes
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eg:   What tools and methods are you planning to use?  
Do you need to develop new ones? If so, who will be involved?

Use a wide range of tools and methods. You may find that creative and 
relatively informal methods work best. Try to test them in advance and be ready 
to tweak them to suit individuals or if you find they aren’t working as well as you 
had hoped.

eg:  How will you encourage everyone to trust each other and the process?

Take time to build trusting relationships. Be honest and open. Encourage 
everyone to both give and seek constructive criticism. Make it clear that no-one’s 
service will be affected as a result of what is said. Consider how the process can be 
made to feel safe for everyone – who should be in the room?

your notes

your notes
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eg:   How can you structure the process to make sure that 
everyone can express their opinion?

Listen carefully. Check you have really understood what people are saying and 
don’t make assumptions. Make sure everyone’s voice is heard and try to avoid 
creating situations where one person may dominate. Using a range of techniques 
(individual and group) may help.

eg:   Who will be responsible for keeping an overview of the direction of 
the evaluation process? Who will be involved in deciding whether 
any diversions are positive?

Accept a bit of randomness and anarchy but make sure you balance this with 
purpose. You may find the process doesn’t go exactly as you anticipate but 
some very rich ideas may develop if you are able to cede control of the agenda. 
However, it is also a good idea to keep a weather eye out for any potential 
negative consequences which could emerge. Regularly review what you are 
doing to check whether it is still linked to your original purpose. If it isn’t, discuss 
whether this is a positive digression or whether you should go back to what you 
intended to do.

your notes

your notes
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eg:   How comfortable are you going to be at giving up some of the 
power during this process? How will you try to make sure that it is a 
positive shift? What will you do if it isn’t?

Expect power to shift during the process. It should!

your notes
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eg:   How will you check that you have captured the range of opinion and 
that everyone is happy with any documents produced? How much 
weight will you give to any lone voices of dissent?

Ensure that what is produced fully represents what has been said.  
Where there is a difference of opinion, it is usually helpful to make this explicit.

eg:   Who will keep track of everyone who needs to be thanked?  
What kind(s) of “thank you” will be appropriate for different groups of people?

Thank people for being involved. This should be proportionate to the amount 
of effort they have put in – a thank you at the bottom of a short survey which 
is going to lots of people is probably adequate but you might want to send 
individual thank you cards to members of a group which has met several times 
over a year.

End

We recommend that at the end of the process you:

your notes

your notes
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eg:   What difference are you hoping that involving the people you work with 
in evaluation “beyond feedback” will make?  How will you measure any 
difference it does make? Who will be responsible for reviewing the process?  

Review and refine the process of involving the people you work with  
in evaluation. Evaluate your inclusive evaluation and act on what you find!

eg:   How will you keep a record of all the people you need to 
share the results of the evaluation with?

Keep participants informed. Let people know what happens next and what the 
ultimate outcome is, even if they were only directly involved at the start of the 
process.

your notes

your notes
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task position(s) on the spectrum of 
involvement [see p13]

timescale person responsible

What are you going to do now?

What are the first practical things you need to do to start involving the 
people you work with in the evaluation of your service(s) – beyond giving 
their feedback?

There is space here for you to plan your first steps.  You may find it helpful to 
refer back to the notes you have already made.
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Case studies
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Involving the people we work  
with in planning evaluation

Advocacy Service Aberdeen (ASA) is a small local charity that
provides a free and confidential independent advocacy service for people 
who live in Aberdeen. We aim to help people take more control of their lives 
and to develop the confidence and skills to actively participate in decision 
making. We work with people with mental health issues, people with 
learning disabilities, older people, children with additional support needs 
and carers. There are 17 members of staff and 8 volunteer advocates. 

We received funding from the Scottish Government to employ a full-time 
advocacy worker specialising in Self-directed Support (SDS). We were 
fortunate to be selected to become part of the learning set on involving 
service users in evaluation. As the project is in its very early stages, we  
are not ready to undertake an evaluation. However, we feel this is the right 
time to be considering the evaluation questions on which to focus.  
We have recruited two people who use the project to be involved in 
addressing the question:

“What do the people we work with consider to be the important questions to 
ask when evaluating the SDS project?”

They are being supported in this task by Kevin, a social work student on 
placement, to minimise the influence of ASA in directing the answer to the 
question!

case study
Advocacy Service 
Aberdeen

evaluation pathway stage: 
1:  setting outcomes

spectrum of involvement position: 
•  involving the people you

work with in planning
part of the process

1
2

34
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progress to date…
To date the service users have met with Kevin twice and have identified three 
questions they want the evaluation to address. Before taking their ideas any further, 
they have decided to ask service users currently working with the SDS worker 
what they think about these questions and whether they have any additional or 
alternative questions they would like included in the evaluation. 

The three questions they’ve identified focus on the relationship between the 
advocacy worker and the service user rather than whether the advocacy worker has 
helped the service user achieve the outcomes expected. 

what we have learned so far…
We frequently have to evaluate projects to include in progress reports to various 
funding bodies. In the past we have always approached this task by looking at how 
we can measure the outcomes we’ve identified in the funding application. It has 
been interesting to start the process of evaluation by looking at what our service 
users consider to be the most important things to evaluate. While they do consider 
outcomes significant and do want to measure these, they are more interested 
in exploring the relationship between advocacy worker and service user as their 
questions are more about trust and empathy. As Bruce, one of our service user 
evaluators, explains:

“advocacy only works if you can trust your advocate – you have to know that they’ll 
always be honest and that they care about you”
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Training the people we work  
with to evaluate service providers

1

2

34

case study
Highland SDS 
Consortium

evaluation pathway stage: 
2:  collecting information

spectrum of involvement positions: 
• asking people for comments
•  inviting people to contribute their

individual stories
• ensuring a representative sample
• controlling the process

Highland SDS Consortium is currently a partnership of four 
organisations that have a vision to develop user-led brokerage alongside 
building capacity within service users to be evaluators of providers as an 
essential part of this process. A key part of the project is the development of 
service user advisors who have undertaken a 12 week training programme 
and this is the key aspect which has been chosen for evaluation. The role of 
service user advisors in evaluating the training programme and translating 
those skills into evaluating providers across Highland is at the heart of the 
Consortium. Service users have chosen to make a film rather than write about 
their experiences and what they have learned. 

once upon a time: in a far northern land
The service user training is integral to the success of the project and we 
expected the support that was embedded in the project to work well. We 
anticipated practical difficulties 
such as getting everyone together 
and also overcoming any lack of 
confidence in front of the camera.

www.highlandsdsconsortium.co.uk
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along the way: there were rivers to cross 
and winding roads
Staff developed the initial training programme and 
advisors were asked how they would like to tell their 
story about what they have learned and how beneficial 
the training has been. The service user group has a 
variety of communication styles and so the production 
of a short film was agreed by the advisors as the most effective way to get their voice 
heard. This approach overcame hurdles of written communication and the film 
enabled an authentic testimony of service users’ views. Service users report that the 
film was a good way to remind them how far they have come on their journey. 

We learned that it is important not to overwhelm service users with too many tasks at 
one time, for example we tried to do the filming and develop evaluation tools during 
the same day. Service users learned how to adapt to each other’s needs and offer 
peer support, overcoming any lack of confidence in front of the camera.

in the end: the landscape starts to take shape
It has highlighted how much they have learned so far about the project and 
themselves, but it is too early to assess the impact on people’s wider lives. Their 
aspiration is that this will assist them to drive forward a genuine user-led model of 
services in the future. The evaluation process has allowed us to focus and embed user 
involvement in evaluation at an earlier stage which helps maintain the momentum of 
user-involvement. 

The local SDS team manager for Highland said: 

“The service user advisors have clearly spent a lot of effort and energy on their very 
powerful presentation for professionals and their involvement and ownership of the 
project is evident.”

the moral of the story: fairy tales can come true
Decisions about involving service users in evaluation should be discussed at an early 
stage in the project and also should be based on the size and resources of the project. 
Be prepared to do things differently from standard evaluation processes. The priority 
for service users is what they get out of participating and they are starting to learn 
about why evaluation is important to funders and stakeholders.

https://www.youtube.com/watch?v=m5Ixa-5RJUQ&feature=youtu.be
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Choosing appropriate information 
collection tools to evaluate our training

Carers Trust Scotland received funding to
develop a 2 day peer-led training programme (Making 
Sense of Self-directed Support) which would help unpaid 
carers understand the new social care legislation in 
Scotland.

There were six carer facilitators involved in our pilot 
programme.

As the training course is designed to harness the power 
of peer experience and support, it was important that carers were involved 
throughout – including in decisions about how to evaluate the course. 

approach and method
We needed a tool to help us evaluate training activities so we could be sure 
that they were valuable and accessible to all carers. Using this tool would help 
us decide whether each proposed activity should be included in the final 
training programme and whether it needed to be tweaked.

The 6 carers investigated and discussed a variety of possible different 
evaluation tools we could use. For example: 

 laying out a wiggly piece of string as a continuum along which each activity 
could be placed according to its value

 the Scottish Health Council’s Head, Heart, Carrier Bag and Dustbin tool  
which asks participants to note down something they learnt; something 
they felt / experienced; something they will take away / remember; and 
something they didn’t think was as good about the activity

 asking carers to peg different activities to a washing line to indicate how 
useful they thought it would be

evaluation pathway stage: 
2:  collecting information

spectrum of involvement position: 
•  involving people you work with in

deciding the format of materials

1

2

34

case study
Carers Trust 
Scotland
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In the end the pilot group of 
carers decided that the Head, 
Heart, Carrier Bag and Dustbin 
activity would be the most useful. 
It is graphic and interactive, 
visually clear, straightforward to 
use and accessible to most carers. 
It would give us detail about why 
certain activities were more or less 
useful. It was also felt that some 
older carers might have found the 
string / washing line activities silly 
and therefore might have been 
inhibited from participating.

The training was then delivered to pilot groups of carers who were asked to give us 
feedback on the proposed activities using a slightly adapted version of the Head, 
Heart, Carrier and Dustbin tool.

the difference involving people made
We believe that we ended up using the right evaluation tool which gave us more 
nuanced information than the others we considered. This helped us to improve the 
training course significantly. It probably took slightly longer than it would have done 
if staff had just decided which evaluation tool to use, however there were several 
benefits to involving the people we work with:

  since carers were involved in developing and delivering the programme, we felt 
they should decide how to evaluate it too in order to keep true to the ethos of 
the project and retain its credibility

  carers maintained their ownership of the project

Heart 
Something  

I felt
Bin 

Something  
I will leave 

behind

Bag 
Something  

I will take away

Head 
Something  

I learned

Head, Heart, Carrier Bag and Dustin tool

http://www.scottishhealthcouncil.org/patient__public_participation/participation_toolkit/head,_heart,_carrier_bag_and_d.aspx#.VODR2IscEih
http://www.scottishhealthcouncil.org/patient__public_participation/participation_toolkit/head,_heart,_carrier_bag_and_d.aspx#.VODR2IscEih
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Appendix

Support in the Right Direction was a programme of evaluation support for  
Self-directed Support (SDS) Independent Support Organisations, funded by the Scottish 
Government between 2012 and 2015. This support was provided by Evaluation Support 
Scotland (ESS).

Representatives of four of the funded projects took part in a working group, facilitated 
by ESS, to look at how the people they work with could be involved in evaluation. Each of 
these projects already had considerable experience of involving the people they work with 
in their projects, and were keen to extend their understanding of how to do this in relation 
to evaluation. 

People involved in the development of this workbook were:

Alexis Camble 
Angela Forbes 
Ellie Wolf
Gillian Corbett 
Lisa Buchanan 
Maggie Farrell 

Scottish Consortium for Learning Disability 
Advocacy Service Aberdeen
Highland SDS Consortium
Carers Trust Scotland
Highland SDS Consortium
Carers Trust Scotland

Martha Lester-Cribb    Evaluation Support Scotland 

The initial aim was to share 
what we learned with other 
Independent Support 
Organisations working with 
people eligible for SDS; 
however we believe that the 
workbook is also relevant to 
third sector organisations 
working in many other fields. 

We sought feedback on 
the draft document from 
third sector organisations 
throughout Scotland and are 
very grateful to those who took the time to respond and to send photographs we 
could use. Their comments have informed this final version. 

Design costs were contributed by A Stitch in Time? - an Evaluation Support 
Scotland project supporting the third sector to collect and present evidence 
about its contribution to the Scottish Government’s Reshaping Care for Older 
People strategy.

Alexis 
Camble

Maggie 
Farrell

Martha 
Lester-Cribb

Lisa 
Buchanan

Ellie 
Wolf

http://www.evaluationsupportscotland.org.uk
http://www.evaluationsupportscotland.org.uk


Being valued for the 
experience that led  
me to get involved  
has given me 
confidence to take  
on part time work.

My job is to help social work 
students do evaluations of the 
service. This makes me feel good 
about myself. After a days work I 
have a lot of confidence and this 
has a knock on effect into other 
areas of my life.

You can download this workbook as an 
editable electronic document from the 
Resources section of the ESS website:  
www.evaluationsupportscotland.org.uk

Evaluation Support Scotland (ESS) works with 
third sector organisations and funders so that 
they can measure and report on their impact.

Evaluation Support Scotland 
5 Rose Street, Edinburgh, EH2 2PR

0131 243 2770 
info@evaluationsupportscotland.org.uk

www.evaluationsupportscotland.org.uk

Evaluation Support Scotland 
is a registered Scottish 
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a company limited by 
guarantee, registered in 
Scotland, No. SC284843.  
VAT number: 923 2102 72.
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