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Acknowledgement of Country

We recognise the diversity of Aboriginal and
Torres Strait Islander peoples across this country
and acknowledge their sovereignty was never ceded.

We pay our respects to Elders past and present, and
acknowledge their continued custodianship and care
for the many lands and waterways that support life.

We acknowledge the untold histories and the injustices
of the past and the present. We respect the value and
ongoing contribution that Aboriginal and Torres Strait
Islander peoples make to our communities and to
wider Australia.

We also acknowledge the talent and artistry of Emma Walke, who designed the artwork for our acknowledgment of
Aboriginal and Torres Strait Islander peoples. The design shows a story of connection to country and people,
representing the breadth of work we do with Aboriginal and Torres Strait Islander communities across Australia. The
colours represent the land, and the lines in between represent the water that connects us all.
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VUCA world to VUCA action

Volatile, be non-linear, unpredictable and emergent...
and Ambiguous

Vuca programs

vain, unfounded,
confused, absurd?

RETURN TO REASON

Why Some People See Things Clearly

VU CA aCt iO n : and Others Don't

Valid, Understood,
Coherent, Adaptive

e JULIA GALEF

...Sound value propositions for action that
are humble and empathetic

14 October 2025 Slide 3

I VUCA world Outcomes of interventions into complex adaptive systems will always




19 September 2025, Australian Financial Review, This Morning
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Purpose and intended outcomes

1. Discuss the tools we use to evaluate
before a program is funded and in its
early stages.

2. Provoke thoughts about the use of
logic and theory in evaluation.

3. Create incremental innovations (or
more radical ideas?!) for prospective
and developmental evaluation

Welcome & Introduction
(1-5)

Q1 on own (6)

Q2 discuss with group (7)

My problems with TOC (8-
)

Pause (10)

My problems with PL (11-
13)

An alternative: sound value
propositions

Innovation development
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Early stages in the program lifecycle

Prospective and Developmental: Innovation and risk management

« NEW POLICY PROPOSAL: From a bright idea to a reasonable proposition for
action. What reasons are there to think this proposed approach will address the
problem that is motivating it in our context?

« SEED STAGE: Working out the kinks. A focus on innovation and managing the risk
of failure. This is usually the right place to start with a new policy or program once
it is funded.

Formative: MID STAGE: Knowledge and
understanding

Summative: MATURE STAGE: Evidence for difficult
funding decisions

14 October 2025




1. New policy proposal

 Think like a venture capitalist: if you were funding a program with your
own money, how would you convince yourself it was likely to work and
worth putting money into?

« What information or tools would give you the confidence to fund it?
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2. Developmental evaluation

 During delivery of a large, complex and developing initiative, how would
you identify the risks that it might fail?

» What tools would help you?

14 October 2025



My problems with Theory of Change (ToC)

Reputationally
Risky

Vague Jargon Scientism

Unethical

Let's be real — programs exist in the
minds of proponents and participants.
They are abstract propositions for action
- not facts or theories about the world.

A program is a possibility for its
participants to interpret and a course of
action for its proponents to shape.




Theory of Change

In this era of super-aged with a low birth & high death rate, every person ought to be

The S ty We Want To Create . o 2o . \ o - .
e At able to live their lives placidly (peacefully), even with limited social resources.

Self-affirmation should increase and self-esteem will increase
Affirm my own positive qualities and know my existence just the way | am.

Help someone i o Acceptone’ s existence
To play a role for someone or something by being connected to someone who accepts you
(High self-worth) (Sufficient self-worth)

Very Good! @& J A  Good Enough

Receive support if | am suffering
Feelings of being connected,
future dreams + hopes & freedom of choice

whenever possible that cannot be relieved

Relieve suffering @ Xﬁ \q Face suffering
.

A community where
we can support one another

There is someone
who understands my suffering

Share
Try to share th
learnt proactiv

& =i . &2
Supporters % Citizens/Public
( Specialists in fields of From children to adults )
medicine & nursing care ) et

ELC Supporter
Training Course

Hesitation & Reluctance
Experience suffering
(The gap between hope & reality )

Subject Individual

Our society is already super-aged with a low birth & high (Me) \
death rate.Yet, people are unable engage adequately with Resources are not well-placed and are unevenly
those face sufferings* at the final stages of their lives. distributed, so the resilience of society weakens.

*including suffering that is difficult to relieve j

’ mmnA 3vk47300 v7RE K

A theory of change’ is often analogous
to a strategic vision, mission and set of
objectives.

Impact = vision

Outcomes/ outputs = objectives
Reasons or principles of action =
mission.

This is why it has survived as a useful
tool for program designers and

evaluators.

Source: theoryofchange.org



2. Pause - lets catch our breath
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Problems with hopeful program logic

If you have
access to
Certain them, then you
resources are can use them
needed to to accomplish
operate your your planned
program activities
"elsn"p“u't“;s" » Activities

O,

(@)

Your Planned Work

»

If you
accomplish

your planned
activities, then

you will

hopefully deliver
the amount of
product and/or

service that
you intended

If you
accomplish
your planned
activities to the
extent you
intended, then

your participants

will benefit in
certain ways

Outputs

»

Outcomes

®

O,

»

If these
benefits to
participants are
achieved, then
certain changes
in organizations,
communities,
or systems
might be
expected to
occur

Impact

®

Your Intended Results



Figure 1. Example of an outcomes hierarchy for the NSW Implementation of the Healthy Workers Initiative

Reduction in the risk of chronic disease in adults in NSW

Individual behavioural change in adults in paid employment in NSW
Changes in weight status
Changes in dietary (fruit and vegetable), smoking, hazardous alcohol and physical activity behaviours

Changes in organisational

Does the blue bOX cause policies and practices in'
workplaces to be supportive
the bOX above |t to occu r? of healthy behaviours

Use of Get Healthy@Work Use of Get Healthy
Service Coaching Service

Changes in attitudes,
knowledge, commitment to
workplace health promotion

Awareness of Services

& Marketing Strategy) (Get Healthy Work

Awareness of Targeted Communication messages
{Communication & Marketing Strategy)



4

Anti-Racism Strategy logic model

Inputs

[Resources)

Strategy budget

Mational Anti-
Racism Partnership

Mational Anti-
Racism Strategy
and Campaign
Secretariat

Community
consultation and
research

Activities

Racism It Stops
with Me campaign

Targeted projects

Social media
presence

Race
Discrimination
Commissioner
acfivities

Mational Anti-
Racism
Partnership
governance

3

.

Outputs

Evidence base to
support Strategy
and campaign

Launches and
stakeholder events

Project-specific
products and
resources

Racism It Stops with
Me website

Racism It Stops with
Me resources and
activities

Racism It Stops with
Me supporter
activities

/ Y
Shorter term outcomes

Organisations sign on to support
the Hacism It Stops with Me
campaign

More understanding and awareness
of racism and racism prevention
and response among:

+« Racism It Stops with Me
supporters and their
constituencies

+ Project stakeholders and
audiences

Racism It Stops with Me supporters
are motivated to utilise the
campaign to speak up and take
action against racism, and do so

Indirectly targeted audiences have
more awareness of racism, its
impacts, and how to respond fo it

J

T

-

Al

Planned work Expected results

Y

Intermediate
outcomes

Continued
engagement in anti-
racism action by
Racism It Stops with
Me supporters and
project stakeholders

Those with more
understanding of
racism positively
change their
attitudes, and this
influences their
behaviour

Those vulnerable to
racism and
bystanders feel
empowered and
confident to respond
effectively to racism

Taking action leads
to individual and
systemic changes

‘\

( Longer term
impact

More individuals
and organisations
are empowered to
take more action
against racism

Actions result in
positive change in
community
attitudes

A reduction in
racism occurs

The lives of those
vulnerable to
racism are
improved

/'\

s this collection of outputs enough to ensure the outcomes

occur? What's the connection between these and outcomes, is it

causal, logical, hopeful?



Let’s get back to basics: what is ‘evidence’?

=
Ft Allows, Fact becomes Supports
ac Warrant Inference Evidence Reasoning for

Evidence is a property of claims not methods.

Evidence is always evidence for something.

Evidence is usually something we can observe that gives us a reason to believe
something that is harder or not possible to observe directly (e.g. program outcomes)

Facts become evidence for claims through logic and argumentation

Facts do not support a program, evidence supports a program and evidence is part of
an argument for something.

Program logic when composed of necessary and sufficient conditions provides an
argument structure than can be evaluated.



A word on formal logic and program logic

Premise Whenever it's a weekday

morning, | catch the 7:30 bus

Premise It is Wednesday morning

HENIN Today is a weekday morning

Therefore, | will (probably) catch
. Therefore, | will catch the the 7:30 bus
Conclusion 7:30 bus
: Today is a weekday morning
Syllogism
It is not Christmas day

! Enthymeme

“Remember. When deliberating about action, premises and

conclusions are probable not certain. Many assumptions are unstated.”




Let’s go deeper - can you even have a ToC or PL without an
explicit theory of causality?

Successionist Generative Configurational

INUS/configurational theory of causality is often most useful for describing programs.

The program must be sufficient for an outcome in a specific context, while outputs are conditions we
think are necessary to be brought about when we implement the program

We determine if a proposition for action is sufficient using logic

« When people with subject matter expertise (including lived experience) agree that ‘outputs
(major premise) + assumptions (minor premise) = outcomes (conclusion)’ we say it is, valid.

* When we measure each condition to the extent expected we say it is, sound.



The end result is a deceptively simple formula

+ —

A proposition for action is a logical set of condition statements.

Outputs (major premises) + Assumptions (minor premises) = Outcomes (conclusion)
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The golden rule = who/what is in what condition

Students with little

Students know!edg.el’. of Students with little
Improved demonstrate sustainability knowledge of

understandin improved d.emonStrate sustainability can
9 P improved Y

about understanding undersEmeling explain sustainable
sustainability about about sustainable B 2 Gl

sustainability activities they can home

do at home

Removing the comparative

Adding the who/what Being more specific helps allows this condition to be a
focus future performance oremise (output) or
measurement conclusion (outcome)
14 October 2025 Slide 19




Top tip: replace arrows with plus signs

Outcome

Output

Assumption

Output

Output

Intended beneficiaries perform the intended behaviour

Intended beneficiaries engage with the program

Intended beneficiaries have the intention to change their behaviour

Intended beneficiaries attend the program

Intended beneficiaries are aware of the program

|+|+|+| | I

The easiest way to 'fix’ your program logic

We are displaying a proposition in the
causal language of the INUS model of
cause and effect (Mackie 1974)

That is, our set of outputs are collectively
sufficient and individually necessary, for
the program to be sufficient for our
intended outcome(s)

This focus shifts out attention from

measuring long term (and often indirect)
outcomes of a proposition towards what
it can actually be sufficient for achieving

14 October 2025
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https://www.propositionalevaluation.org/post/template-how-to-write-a-tips-blog-post

Humble ambitions

Sphere of interest

Sphere of
influence

Impact Evaluation

Propositional Evaluation

14 October 2025
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Program Design Logic (or Propositional Program Logic) of an e-

bike subsidy scheme

Assumptions

E-bike retailers and
manufactures or
importers have a

sufficient supply of e-
bikes to meet the newly
created demand

There are enough
people who will ride an
e-bike for whom the
cost of an e-bike is the
only obstacle exist to
warrant the cost of
administering the
subsidy

Conditions we are not
attempting to control, but that
we rely on. We should have
some research to satisfy
ourselves they are in fact the
case. If not might we reasonably
do something to bring them
about? If not — looks like we are
doomed to fail

A flat rate subsidy is more
feasible to administer and/ or

more effective than a post-
purchase rebate with different
rates for different groups

A fictious e-bike example

Inputs and
actions

Staff, offices,
computers to

administer
the scheme

What we actually
do — probably
needs more
detail...

This logic could be rendered in many different ways, boxes across the page, up

and down, or simply written in text as a valid argument based on argumentation
theory and informal logic

Outputs

The main game. These are the core
conditions that our inputs and actions need to
be sufficient for generating. These need
definitions and lots of analysis (ex-ante) and
data collection (ex-post) to determine to what
extent, for whom and how our inputs and
actions did or did not bring these conditions
into existence.

Direct
outcome(s)

Target riders
access the
subsidy and
purchase an
e-bike that
they
otherwise
would not
purchase
(deadweight
losses are
avoided)

Conditions we can
logically be sufficient
for achieving —if we
are honest with
ourselves about the
extent of our inputs
and actions. We
should measure this
in evaluation.

Often called an assumption this is actually part of the logic as
a piece of substantive social science theory on which we are
basing the whole program — is this proposal a good idea, and

what makes it so?

External
factors

All the other
things that
affect bike
riding e.g.

weather, bike

lanes, car

users

attitudes,
perceived
safety etc.

Conditions of the
world we are not
attempting to
control, and we
probably can’t
without some
serious political
capital. These are
really quite
innumerable

Indirect
outcome(s)

Julian's
Utopia -
less traffic,

less
emissions,
healthier
people etc.

Conditions that motivate
us to develop the subsidy
in the first place — but
logically can not be
expected to be achieved
simply from the subsidy
(i.e. inputs and activities.
In all honesty, logically
not worth measuring



Program logic checklist

3. Does it cover

1. Is it clear and simple?

2. Is the logic plausible
and reasonable?

everything ‘important’?

(without being naive)

O Does it identify all the key
activities?

O Are outputs, assumptions
and outcomes well

expressed?

e.g. outcomes written as
[who/what] is [in what condition]

and external factors been
identified and stated?

U Do the indirect or long-term
outcomes link to policy
positions and government
priorities?

QO If the order of activities is
important, is this reflected
the diagram?

Q Is it likely that inputs +
activities will > outputs?

Q Is it likely that outputs +
assumptions will = direct
outcomes?

If what follows the '’ seems unlikely...

L Do we need to articulate
(more) assumptions?

L Do we be more realistic
about the outcomes?

U Does it show all the

elements that key
stakeholders keep talking
about?

Can we locate our key
stakeholders' questions in
the logic?

Do the outputs and
outcomes link with any
proposed or existing
monitoring indicators?

Does it highlight key risks
that should be considered in
an evaluation?

14 October 2025
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Monitoring risks becomes the key task

2. 4.
Performance Theory

Critical risks that determine whethéroutcomes are achievable
Residual risks that determine the magnitude of outcomes, relative to cost

1

. 3.
Validity

Assumptions
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3. Innovation exploration

What kind of incremental innovations (or more radical ideas?!) can we
develop to justify public expenditure and do rigorous developmental
evaluation on new, emerging and complex but potentially valuable ideas?

» What should be the goal for evaluators in these situations?
« How can we deal with the need for both learning and accountability?

« How do we bring values in more explicitly?

14 October 2025 Slide 25




In a nutshell: what to take away from this session

1. Evaluators have overextended the role of theory and
underdeveloped the role of logic.

2. Establishing the value of programs prospectively and in very
early stages needs a pragmatic yet rigorous approach to
justify public expenditure.

3. Propositional Evaluation is a different way of thinking: it is
about establishing a reasonable and transparent basis for
action, and a structure for developmental evaluation of
maturing interventions or situations of great uncertainty.

14 October 2025




www.propositionalevaluation.org

Propositional
Evaluation

What makes doing that a good idea?

Politicians, public servants, and citizens need practical tools to design and evaluate action
intended for the public good. This m yeusing on what is useful to know and what can be

known with any degree of certainty about the value of a proposed or current course of action

I'his website is concerned with the design, management, and evaluation of reasoned public
policy and prog
realist or other
represent the best use of resources at a time when decision making and design, or redesign is

required.

EJ A ‘ EVALUATION
Al:ﬂde'ﬂ'.lrlc Al"ﬂdﬂ' ournal of Australasis

Evalsation journal of Australsia
. . JOFE. Wl J5{1) 2144
Managing the risk of program o me s

Article reuse puldelines:

failure: Propositional sk s ity
Evaluation as a tool for risk |l cambameie]

> Sage
management

Andrew ] Hawkins ©

ARTD Consultants & Charles Darwin University, Australia

Scott Bayley
Senet Bayley Evaluation Services, Australia

Abstract

Public policy and programs fail for a range of reasons, some preventable and some
much harder to treat. Program administrators require methods for managing risk. This
article argues that evaluation can be a useful tool for identifying and managing risk. It
offers Propositional Evaluation as a cost-effective, risk-based approach to the evalu-
ation of any policy, program, initiative, or simply, plan of action for the public good.
Propositional Evaluation treats programs as propositions for action and focuses on
developing sound, that is, valid and well-grounded propositions. It begins in the design
phase and continues through delivery to provide a means for identifying and managing
risks to achieving intended outcomes. This article situates Propositional Evaluation
approach in the evaluation theory literature. It reflects on common causes of program
failure and identifies those evaluators may help program administrators identify and
mitigate. It provides a description of five critical and five residual risks that derive from
the propositional approach. Evaluating these risks provides a structure for evaluation
and adaptive management. The intended audience is program administrators, and
evaluators working to support them who require prospective evaluation and adaptive
management or rapid and cost-effective evaluation for program design and re-design.


https://www.propositionalevaluation.org/
https://doi.org/10.1177/1035719X241270560
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https://www.linkedin.com/company/artd-consultants
https://twitter.com/artdconsultants
http://www.artd.com.au/

What are your thoughts?
What do we gain and what do we lose by

referring to evaluation as an ‘applied’
social science?

How might the field or discipline of
evaluation BEST be described?

In a society with different values, how
can we manage to bring values (even
ones we disagree with) into evaluation?

What are the signs of ‘quality evaluation
that makes a difference’?

What tools do we most need to create for
ourselves as evaluators?




Fit for purpose evaluation: getting started

Evaluation must match the
stage of development of the
evaluand

There is lots of information
about how to do formative
and summative evaluation

New Policy Proposals and
developmental evaluation are
less well understudied - few
tools exist other than the ex-
ante CBA which is known to
have its limits.

How do we get started?

Developmental: Innovation and risk management

« From a bright idea to a reasonable proposition for action and
working out the kinks. A focus on innovation and managing
the risk of failure. This is usually the right place to start with a
new policy or program.

Formative: Knowledge and understanding

« Drawing on the full range of applied social scientific
approaches and methods to identify causal mechanisms
and contextual conditions affecting outcomes. Often
mixed methods.

Summative: Evidence-based funding

« Making hardheaded decisions about what to fund
based on evidence of effects in a range of contexts
(e.g. RCTs) and at what cost (e.g. CBAs) relative to
other ways to spend money.




Claim:

Evaluation is an art that employs science

Art

Evaluation
involves the art of
asking the right
questions about
the potential or
actual value of
some proposition
for action

Or%
7

Science Action

Evaluation focuses on
decisions about
‘good’ action — often
when science
struggles to establish
facts or find reliable
answers in dynamic
situations of great
uncertainty.

Evaluation must
consider different
‘values’ to make
valid claims about
the value implied by
a set of facts, as well
as the overall
proposition for
action.

Ongoing

@
L

Proportionate

Resources
applied to
evaluation should
be proportionate
to the stakes
involved and the
ability to make a
difference.

Evaluation serves groups of people discussing propositions for public action



How we consider the value of action in the world

« We have lots of words to describe ‘trying to
make the world a better place’.

* Most of them are about doing something we
think will improve things.

CYNEFIN FEAMEWORE

* Not everything we do in the world is or
should be well thought out.

“That's not the way the world really works anymore. We're an empire
now, and when we act, we create our own reality. And while you're e &
studying that reality—judiciously, as you will—we'll act again, creating Aot g SENsE ﬂw@ sﬂm“ﬁ_&mf i
other new realities, which you can study too, and that's how things will | %% B prochiees |
sort out.”

» But mostly, our plans should aspire to the
standard of ‘making sense’

14 October 2025 Slide 32



Program logic and theory of change

* In evaluation, ‘action’ or the evaluand is often legislation, policy, programs
or other kinds of interventions operating in complex adaptive systems.

* As a discipline, evaluators often talk about program logic and/ or theory
of change to describe these.

* What do these terms mean to you? 5/ 1 1‘ —'—%‘T’_’; %
A | | weic | Ay 57BN )
« What is the difference between them? i [1= il [ _=!=;
N : : e P LBy |
« What are the major ‘sins’ you see in program logic and ,iﬁil |Esmie
theory of change? J \(r‘j T

 How can these be fixed?

« How would you know if a program logic or a theory of
change was a good one?

14 October 2025 Slide 33 -



Informal logic

Claim: It was not raining too Backing: my travel history shows a strong pattern of

much this morning catching the bus when there (s less the 5mm of rain
Grounds: | caught the bus to Qualifier: my mood might also affect my decision to
work this morning get on the bus

Warrant: | only catch the bus  Rebuttal: my car was not an option because it was
when (t (s not raining too much broken down

Backing

Warrant Warrant

Grounds Grounds Qualifier

Rebuttal



Typical evaluation findings use informal logic

The breakfast program was* effective

because 90% of children that attended the program attended school
oG ITels more often, increased their engagement in class, and obtained better
results n standardised tests. At the same time there was a slight
overall improvement in engagement and test results for all children
and no increases in the reported levels of bullying in school as
measured in student surveys. The students involved in the program Literature
reported they enjoyed the breakfast and parent volunteers reported Review
more positive feelings towards children that had previously been
considered ‘problem’ children.

Qualifiers [@\Z[eX

These are the major criteria that have been shown

by research to be important for an effective
Rebuttal RCT

breakfast program.



Some key terms

* Inputs or activities: funds or actions necessary to implement the initiative as intended.
CONDITIONS

» Outputs: conditions the initiative must create to be delivered as intended.

* Direct Outcomes: conditions that will be achieved if Outputs are delivered and
Assumptions hold.

* Indirect Outcomes or Impacts*. conditions the initiative will contribute towards, also
affected by external factors.

» Assumptions: conditions we are relying on to generate our outputs and/or outcomes, but
are not 100% sure about, so we need to keep an eye on them. They are not reasons or
warrants.

 External factors: conditions outside our control that we are pretty sure will also affect
Impacts.



Key concept

Program Design Logic is obsessed with conditions - outputs, outcomes,
impacts, assumptions and external factors are all types of condition.

‘Who/what is in what condition’

Clients develop

resilience Staff have good knowledge and

relationships with internal and
external services their clients need

Clients engaged at site

Young people with
disability participate in Staff have a clear understanding of
meaningful work their role
experience




Simple calculation

Inputs + Assumptions = Outputs
Outputs + Assumptions = Direct Outcomes

Direct Outcomes + External factors = Indirect Outcomes

If what follows the = sign seems unlikely, what can we do about it?

1. Can we add activities to deal with unrealistic
assumptions, so we no longer need to assume them?

2. Can we be more realistic and reclassify direct outcomes
as indirect outcomes?



Education Initiative — Program Design Logic

Design stage outcomes

IAT system of consultation ensures
course content is developed and
updated to meet changing industry

Delivery stage outcomes

Students access industry-
based work placements/
internships

Educators deliver courses
with effective pedagogy and
with industry involvement?

Shergold & Gonski VET review

$108.4m in 64 FTE staff

(IATD & IATC, teaching

funding’ and non-teaching)

Governance mechanisms

needs and professional requirements

‘Target students’ are aware, willing, and
able? to enroll in |AT courses

Students pass relevant

Student engage with course .
assessments and obtain

content

qualifications

Elanpingicoctiments Course content covers topics of interest

to ‘target students’

Outputs Course content covers topics necessary Impact stage outcomes

for integrating theory and practice to
meet changing industry needs

Online system for
student learning and
management

IAT product
standards &
guidelines

Students obtain skills useful to

X Industry finds IAT
industry

gualifications
credible and
prestigious

Supports exists and are sufficient to meet

the needs of ‘target students Students are able to access flexible

learning pathways with multiple,
seamless entry and exit points

Effective partnerships
between education
partners and industry

IAT policies

Educators are able to deliver course
content in a way that integrates
theoretical and practical components

IAT ‘classrooms’

Students are able to use
gualifications obtained at the IAT to
access education programs offered

by other providers#

Administrative

IAT marketing controls

Industry employs
students with
IAT credentials

Students develop a passion for life-
long learning

Assumptions

3 Industry partners are willing to invest time
and resources in the program

1$108.4 funding allocation is sufficient to

deliver the IAT pilots as intended How toread: This program design logic lists the conditions required for the IAT

pilot program to achieve its impact stage outcomes. The diagram should be
read from left toright: the inputs and outputs collectively bring about the
design and delivery stage outcomes, which in turn bring about the impact
stage outcomes. Solid line arrows indicate a direct effect, dashed line arrows
indicate an indirect effect.

4 Micro-Skills/ Micro-Credentials are recognised
as prior learning by other education providers
and are ‘stackable’

2 Cost does not deter students from
enrolling




How should evaluators describe interventions into complex
adaptive systems?

* A promise to be kept

* A hypothesis to be tested
* A theory to be harnessed
* A plan to be discussed

« Something else....
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What does that mean for the evaluator tool kit?
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Program logic example

« Let's consider a
program designed to
make staff happy at
work on a particular
day by eating cake.

* This is based on key
activity of baking a
cake and sharing it.

14 October 2025
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People are happy at work that
day

People eat cake }

Cake is distributed h

Cake is baked

Ingredients are combined in
the right order

Necessary ingredients are
available B

Our intervention needs to
contribute towards this

Our intervention needs to be
sufficient for this to occur

These are necessary for our
Intervention to be a success



7

‘1 I‘*

People are happy at work that
day

Only partially achieved by our cake

People eat cake

Sometimes we distribute the cake, but it
may not be eaten.

What if people aren’t hungry?
Cake is distributed What if they don't like any form of cake?

Cake is baked

These do not lead to the next step — but are
necessary preconditions for the cake to be
eaten.

Ingredients are combined in
the right order —

They are not the only way to ensure a cake
is eaten at work — but they are needed for
our course of action to work.

Necessary ingredients are
available




People are happy at work that
day

People eat cake
I
I
Assumption: People in the office like cake y

Cake is distributed Assumption or output?

Cake is baked People in the office like cake

Ingredients are combined in
the right order

Necessary ingredients are
available

People in the office like cake |y




VUCA world to VUCA action

Outcomes are non-linear, unpredictable and emergent...

VUCA world vuca programs action

Valid, Understood,
Coherent, Adaptive

Volatile, Unpredictable, vain, unfounded, confused
Complex and Ambigious or absurd?

...Sound value propositions for action @

14 October 2025 Slide 46 -



	Slide 1: Beyond theory and logic: Exploring sound value propositions in evaluation
	Slide 2: Acknowledgement of Country
	Slide 3: VUCA world to VUCA action
	Slide 4
	Slide 5: Purpose and intended outcomes
	Slide 6: Early stages in the program lifecycle
	Slide 7: 1. New policy proposal 
	Slide 8: 2. Developmental evaluation
	Slide 9: My problems with Theory of Change (ToC)
	Slide 10
	Slide 11: 2. Pause – lets catch our breath 
	Slide 12
	Slide 13
	Slide 14
	Slide 15: Let’s get back to basics: what is ‘evidence’?
	Slide 16
	Slide 17
	Slide 18: The end result is a deceptively simple formula
	Slide 19: The golden rule = who/what is in what condition
	Slide 20: Top tip: replace arrows with plus signs
	Slide 21: Humble ambitions
	Slide 22
	Slide 23: Program logic checklist 
	Slide 24
	Slide 25: 3. Innovation exploration
	Slide 26: In a nutshell: what to take away from this session
	Slide 27
	Slide 28: Connect with us
	Slide 29: What are your thoughts?
	Slide 30: Fit for purpose evaluation: getting started
	Slide 31: Claim: Evaluation is an art that employs science
	Slide 32: How we consider the value of action in the world
	Slide 33: Program logic and theory of change
	Slide 34
	Slide 35
	Slide 36
	Slide 37
	Slide 38
	Slide 39
	Slide 40: How should evaluators describe interventions into complex adaptive systems? 
	Slide 41: What does that mean for the evaluator tool kit?
	Slide 42: Program logic example
	Slide 43
	Slide 44
	Slide 45
	Slide 46: VUCA world to VUCA action

