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Overview

1. 5 Guiding Principles 

2. Front end basics 

3. STEM™ Strategic Framework

4. Examples
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5 Principles 
for

front‐end capacity building 
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5 Principles

1. Clarify Stakeholder Interests 

2. Whose Outcomes?

3. Engage key stakeholders in the evaluation journey

4. Build accountability for measurement

5. Model the long tail of relevance

Front‐end capacity building
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5‐way test (of the principles)

1. Will this improve understanding?

2. Will this align with evaluation purpose?

3. Will this assist transparency?

4. Will this build capacity?

5. Will this shape the report?

Front‐end capacity building
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Front‐end basics
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Front‐end

The initial phase of an evaluation, particularly the  
clarification and design side.
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Evaluation Stakeholders

Source: Russ‐Eft & Preskill, 2009

Those with a vested interest in the evaluand, and 
in a position to use the evaluation results in 

some way.
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Return

Measures of success that are meaningful
to Stakeholders

Source: Unger & Rutter, 2013
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Strategic Model
STEM™
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The Strategic and Tactical Evaluation Management 
(STEM™ ) framework

aligns 
evaluation needs with organisational needs 

in determining
contribution and value 

of programs
to “bottom line” success.  

Source: Unger & Rutter, 2013
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STEM™ strategic value

1. Provide measures of success that are 
meaningful to Stakeholders

2. Capacity building

3. Transparency, accountability and engagement

4. Collect once. Use many times.
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Strategic and Tactical Evaluation Management (STEM™ )

COLLECT
“Is data collection 

targeted and feasible?”

INDICATORS
“What results would 
convince you about 
effectiveness?”

REPORT
“Right information to 
right people at the

right time”

Strategic Evaluation Cycle

Source: Unger & Rutter, 2013

STAKEHOLDERS
“WHO needs to know 

WHAT, WHEN and WHY?”
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Strategic and Tactical Evaluation Management (STEM™)

STAKEHOLDERS
“WHO needs to know 

WHAT, WHEN and WHY?”

COLLECT
“Is data collection 

targeted and feasible?”

INDICATORS
“What results would 
convince you about 
effectiveness?”

REPORT
“Right information to 
right people at the

right time”

Strategic Evaluation Cycle

Source: Unger & Rutter, 2013

Identify Key Stakeholders

Clarify Stakeholder interests

Clarify Stakeholder investment
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Strategic and Tactical Evaluation Management (STEM™)

STAKEHOLDERS
“WHO needs to know 

WHAT, WHEN and WHY?”

COLLECT
“Is data collection 

targeted and feasible?”

INDICATORS
“What results would 
convince you about 
effectiveness?”

REPORT
“Right information to 
right people at the

right time”

Strategic Evaluation Cycle

Source: Unger & Rutter, 2013

Generate draft Indicators
• ROI Direct ($$)
• ROI InDirect (SKA) 
Develop Key Questions
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Strategic and Tactical Evaluation Management (STEM™)

STAKEHOLDERS
“WHO needs to know 

WHAT, WHEN and WHY?”

COLLECT
“Is data collection 

targeted and feasible?”

INDICATORS
“What results would 
convince you about 
effectiveness?”

REPORT
“Right information to 
right people at the

right time”

Strategic Evaluation Cycle

Source: Unger & Rutter, 2013

Design Instruments 
(ROI Direct and InDirect)

Develop Evaluation Plan

Collect data for analysis
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Strategic and Tactical Evaluation Management (STEM™)

STAKEHOLDERS
“WHO needs to know 

WHAT, WHEN and WHY?”

COLLECT
“Is data collection 

targeted and feasible?”

INDICATORS
“What results would 
convince you about 
effectiveness?”

REPORT
“Right information to 
right people at the

right time”

Strategic Evaluation Cycle

Source: Unger & Rutter, 2013

Report ROI (Direct and Indirect)

Debrief audiences
Lessons learned
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STEM™
Collect once. Use many times.

STEM
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The long tail of relevance

Collect Once. Use many times.

Stakeholder 
Analysis

Working documents

Front‐end

Report‐end

Reports Debrief

IndicatorsKey Qs Plan
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A Pause for Thought…
(reality check)



© 2017 Unger & Rutter

Case example

Student Placement Program (SPP) 
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Agency 
Capacity 
Building 

Framework

Student 
Placement 
Model

Student 
Placements

Peak agency capacity building

Peak agency conduit role

Service gap met for complex needs 
clients

Casework model broadened across 
agencies

MATCH‐
ING

INDUC‐
TION

ONLINE 
BLOG

ONLINE 
FORUM

SUPER‐
VISION

WORK‐
SHOPS

“So case workers can ‘walk the journey’ with emergency relief clients who have 
long term complex problems.”

Executive Officer 

About Student Placement Program (SPP) 



Continuous improvementConsultation

Start: July Year 1 End: Dec Year 1

Clarification Feedback Report

End: Apr Year 2
Evaluation

Context 
Drivers

Impact
Long term

Outcomes
Medium term

 Resolving 
demand 
issue

 Leading peak 
body for ER 
casework

 Further funds 
to continue 
program and 
supervision

 Diversified 
range of 
agency 
services

 Throughput 
more case 
work clients  Furthers 

University 
Community 
Partnership 
goals 

 Relationship 
with university 
continues

 Increased 
number of 
placements

 Enhanced 
professional 
practice 

Activities
Program and Participation

Outputs
Short term

Inputs
Resources

 Capacity 
building for 
agencies

 Agencies seen 
as learning 
centres

Peak Agency:

Field supervisor 
employed
Case workers

Task supervisors

New Casework 
Model

Better matching 
student and 
agency 

Student Unit 
Model

Reference Group

 New placement 
options for SW 
students

 Practical L&D 
experience  with 
agencies and 
clients

 Positive student 
experience 

University 
Partners:
University A
University B

Infrastructure 
support for 
students, 
supervisors, 
agencies

Methodology:
- Matching
- Induction
- Workshop
- Supervision
- Online Forum
- Online Blog
- Networking
- Placement Kit

Coordinate 
Student 
Placement 
Program:
Identify SW 
placements (9)
Identify Project-
based 
placements (2)

Peak Agency’s 
“Ending the 

Stopgap”
Report

University 
Partnership 

Program

Student 
Placement 
Program

Student Placement Program (SPP) Logic Model
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Stakeholder Map 1 of 4 Clarify SPP Stakeholders 

Features:
• Stakeholder type and details
• Stakeholder group
• Priorities and importance to project



Stakeholder Map 2 of 4 Clarify SPP Stakeholders 

Features:
• Stakeholder type and details
• Stakeholder group
• Priorities and importance to project



Stakeholder Map 3 of 4 Clarify SPP Stakeholders 

Features:
• Stakeholder type and details
• Stakeholder group
• Priorities and importance to project



Stakeholder Map 4 of 4 Clarify SPP Stakeholders 

Features:
• Stakeholder type and details
• Stakeholder group
• Priorities and importance to project
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Examples
• Refine insights

• Scope creep

• Key questions

• Evaluation plan

• Reporting, check audience

Clarify SPP Stakeholders 

‘Collect Once. Use many times.’
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1. Clarify Stakeholder Interests 
Who are Stakeholders and what kind ?

2. Whose Outcomes?
 How are Stakeholders strategic to this evaluation? 

3. Engage key stakeholders in the evaluation journey
What are stakeholder interests and investment 

4. Build accountability for measures
 Stakeholders justify and confirm their interest and return 

5. Model the long tail of relevance
 Build evaluation capacity at every opportunity!

Front‐end capacity building
5 Principles
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Final thoughts

We hope you understood…

• The different types of stakeholders and how they relate to 
an evaluation process

• The importance of moving stakeholder interests into 
measurable outcomes 

• The importance of stakeholder engagement in 
contributing to the design of an evaluation and use of 
evaluation results 

• That our STEMTM model is a strategic process which helps 
build credibility and accountability at each level.
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Final thoughts

Why we care …

• Provide measures of success that are meaningful to 
Stakeholders

• Enable transparency, accountability and engagement

• Collect once. Use many times builds capacity
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Comments? Questions? 

Anthea S Rutter
asrutter@unimelb.edu.au

Zita M Unger
zitau@ziman.com.au

STEM


