
 

  

2016 

EVALUATION FRAMEWORK 

PREPARED FOR: WATERLOO REGION INTEGRATED DRUGS STRATEGY (WRIDS) 

PREPARED BY: THE O’HALLORAN GROUP 



             

Measure Impact | Move Forward | Create Change | Love Evaluation     1 
www.theohallorangroup.ca 

Waterloo Region Integrated Drugs Strategy:  

Evaluation Framework 
 

The Waterloo Region Integrated Drugs Strategy (WRIDS) is a locally-designed, evidence-based approach towards preventing, 

reducing and eliminating problematic substance use and its consequences. The Strategy makes 99 recommendations that span 

the continuum of initiatives in prevention, harm reduction, treatment recovery and rehabilitation, enforcement and justice, 

and integration and collaboration.  The WRIDS, approved in 2011, was developed by the Waterloo Region Crime Prevention 

Council in collaboration with a multi-sector Task Force and more than 300 citizens and service providers. 

Since that time, a multi-sector collaborative has been established to activate the strategy through four pillars of Prevention, 

Harm Reduction, Recovery & Rehabilitation, and Enforcement & Justice. In its current form, activation of the WRIDS is guided 

by a Steering Committee and four Coordinating Committees that align with each of the four pillars. Coordinating Committees 

prioritize recommendations, create implementation plans and establish working groups to take action on specific 

recommendations. The Steering Committee connects each of the pillars, providing overall guidance and direction for the 

collaborative. 

Committees are supported by a Drugs Strategy Coordinator hosted by the Kitchener Downtown Community Health Centre.  

The Coordinator provides support for the collaborative, develops and maintains partnerships, and acts as a champion for the 

strategic vision of the WRIDS. The current activation phase of the WRIDS is funded by Ontario Trillium Foundation (OTF). The 

Waterloo Region Crime Prevention Council continues to be a strong champion of the Strategy. 

While committees and working groups have been moving forward on prioritizing and implementing recommendations, there 

has been a growing need to better track and measure the contribution of the WRIDS. The multi-sector collaborative that has 

formed around the Strategy has the potential of achieving significant collective impact. Moving into the second year of OTF 

funding, there is the opportunity to enhance the culture of learning, adaptation, collaboration and integration, and systems 

leadership through evaluation. 
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The current document presents an Evaluation Framework for the WRIDS. The development of the framework was informed by 

thoughtful conversations with the WRIDS Steering Committee, through interviews with key stakeholders, and through a 

survey conducted with members of the steering committee, coordinating committees and working groups (a summary of these 

findings is presented following the Evaluation Framework).  The Evaluation Framework was designed by The O’Halloran 

Group, an independent, social change organization committed to fostering the inclusion, wellbeing and dignity of all members 

of our communities.  

Theory of Change 
Theory of change is used in evaluation to make explicit the connections between what it is you intend to do (activities) and the 

kind of change you want to make (outcomes).  It surfaces assumptions about what is needed and how to best meet those 

needs. It also presents hypotheses about relationships, pathways and influences on social impact. Theories of change underlie 

logic models, program design activities and strategic plans. Once articulated, a theory of change becomes the foundation for 

evaluation.  Theories of change are iterative, they should evolve as your understanding and learning about your work deepens 

over time.   

The Strategy, with its 99 recommendations, is itself grounded in evidence, best practice and lived experience. It poses a 

number of connections and hypotheses about the relationship between each recommendation and the desired change for the 

community, service providers and individuals who use substances or who are effected by substance use.   

The current framework, and theory of change, is a complement to the Strategy, and focuses on the WRIDS collaborative as a 

collective impact initiative. Collective Impact is an approach to social change that is ostensibly differentiated from other forms 

of collaboration in the way it mobilizes resources for addressing deeply entrenched, complex issues. It is characterized by core 

structures and guiding principles of cross-sector partnerships, systems leadership and continuous learning.   

The theory of change, WRIDS: Getting to Collective Impact, is intended to capture the connection between the Strategy, the 

collaborative structure, and high-level outcomes at the systems and service levels.  The assumption is that by working 

together, and investing the resources in taking a networked approach, the WRIDS collaborative will create the conditions for i) 

greater system-level engagement and action; and ii) greater access, capacity and quality of services.  Changes at the systems 

and service levels are then expected to improve individual experience and outcomes. Over the long-term, the goal is a safer 

and healthier community in Waterloo Region.  
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The preliminary theory of change, WRIDS: Getting to Collective Impact, is presented below. 
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Partner Map 
Achieving complex systems change is not easy. 

The breadth and complexity of the WRIDS and 

the theory of change for collective impact 

requires a wide range of cross sector 

stakeholders. The illustration to the right 

illustrates partners actively engaged in the 

WRIDS collaborative through the steering 

committee, pillar coordinating committees and 

working groups.  Many of the partners date from 

the beginning of the process, others are newer, 

or have shorter-term engagement. 

There are 91 individuals across 50 agencies, 

institutions, and government departments, and 

from the community, who sit on committees and 

working groups within the WRIDS collaborative.   

Health and mental health service providers are 

the most predominant group within the WRIDS, 

followed by social and community service 

providers. 

 

 

 

 

 

 



             

Measure Impact | Move Forward | Create Change | Love Evaluation     5 
www.theohallorangroup.ca 

 

 

Evaluation Overview  
Best practice in evaluating collective impact initiatives draw together progress indicators and developmental evaluation and 

outcomes measurement.1  The evaluation plan, described in the table below, combines each of these approaches by focusing 

on learning and development, progress and early outcomes.   

The expectation is that as the early developmental evaluation questions are answered, and there is a clearer articulation of 

outcomes, then the evaluation can move towards a stronger focus on impact assessment.  At this point in the lifecycle of the 

WRIDS collaborative, questions related to outcomes and contribution are primarily exploratory.  

The theory of change is positioned as the central hypothesis by which to pressure test assumptions and the relationship 

between the work of the collaborative and change in the environment. It provides the grounding for a contribution analysis, 

which will characterize where the WRIDS collaborative has shifted and enhanced both system and service level outcomes. 

Moving forward, it can also inform the development of a shared measurement strategy. 

 

ELEMENT EVALUATION PLAN 
THEORY OF CHANGE If we work together as a coordinated network to activate the WRIDS recommendations to prevent, 

reduce and eliminate problematic substance use and its consequences 

We expect there will be:  
 greater engagement and action at the systems level  
 greater access, capacity and quality at the service level 

So that individuals have improved experience and outcomes; and the community is safer and 
healthier for all  

                                                        

1 Preskille, H., Parkhurst, M. & Splansky Juster, J. (2014) Guide to evaluating collective impact: Parts 1 – 3. FSG; available at:  
http://www.fsg.org/publications/guide-evaluating-collective-impact  

http://www.fsg.org/publications/guide-evaluating-collective-impact
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ELEMENT EVALUATION PLAN 
EVALUATION PURPOSE To characterize the development and contribution of the WRIDS collaborative as a collective impact 

strategy 

To identify emerging outcomes of activating the WRIDS recommendations 

To foster learning, continuous development and improvement, and insight into what it takes to 
prevent, reduce and eliminate problematic substance use and its consequences in the region  

AUDIENCE WRIDS Steering Committee and Coordinating/Working Group Members 
 
Evaluation findings and reports can be repurposed for broader communication with funders and 
community stakeholders 

EVALUATION QUESTIONS 
 
 
 
 
 
 
 

Developmental Questions 
1. What characterizes the WRIDS collaborative as a collective impact (CI) initiative? 

a. How has the collaborative adapted collective impact processes and structures to serve 
its mission? 

b. What resources/inputs are required to build/sustain momentum and create resiliency 
within collective impact strategy? What is realistic given current resources? 

c. What is developing or emerging as the CI initiative takes shape? 
d. What about the CI process merits more attention or changes? 
e. How should the WRIDS collaborative adapt in response to changing circumstances?  

2. How has the network approach supported the activation of the Strategy? 
a. How are relationships developing and evolving? 
b. Who is currently engaged in the network? Are there gaps in membership? 
c. Where are there strengths in the network? Where is there room to grow?  

3. Where and how is the collaborative making progress? 
a. What is working well? Where are its strengths? 
b. What factors are holding it back? What are challenges and sticking points? 
c. How can the collaborative continuously improve and refine the Strategy? 
d. How do changes in our context and ecosystem influence/effect our work? 

 

 

 

Outcome Questions 

1. In what ways and to what extent does the collaborative foster change and improvement at the 
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ELEMENT EVALUATION PLAN 
systems and service level? 

a. Are there changes in policy, norms, practice? 
b. In what ways has change and improvement been incremental? In what ways, if any, 

has it been transformative or “game changing”? 
c. What outcomes are emerging through the work of the Pillars? 

2. Who is experiencing change? In what ways and to what extent? 
a. Are there any unintended consequences for stakeholder groups?  

3. What difference does the collaborative make for the community? 

 

Activation Plan 
Developmental evaluation (DE) is grounded in systems thinking and is designed specifically to support interventions that are 

complex and innovative.  DE also fosters a culture of reflection and learning, supporting emergent design and adaption in 

approach and activities. Activating the evaluation framework for the WRIDS collaborative 

would benefit from the adoption of DE through an action-learning cycle, wherein periods of 

activity are paired with observation and assessment to enhance reflection and strategic 

learning.  

The following evaluation strategies are designed to meet the purpose of the WRIDS 

evaluation and answer the developmental and outcome questions, characterizing the 

contribution and impact of the collaborative.   Ideally, the steering committee would take the 

lead on evaluation activities, supported by an evaluation working group and a Developmental 

Evaluator. 
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Phase 1: Launch  

The WRIDS collaborative have been engaged with prioritizing and acting on specific recommendations, with the last year 

being a period of activity.  The evaluation can complement this activity with moment of reflection and adaptation to lay the 

ground work for an enhanced culture of evaluation and learning.  

 Creating an evaluation working group 

A small evaluation working group can be established to support ongoing evaluation efforts and the translation of evaluation 

findings to decision-making and strategy design to the steering and coordinating committees. The working group would be 

established by the steering committee, and can include WRIDS partners with a keen interest and commitment to evaluation, 

the backbone organization, and a Developmental evaluator.  The evaluation working group can establish guiding principles for 

the evaluation, priorities, timeline and milestones, and an engagement strategy for involving stakeholders in the evaluation. As 

well, the working group can lead data collection and utilization of evaluation findings. 

 Building on the snapshot  

The preliminary partnership assessment (a high-level summary of preliminary feedback is presented in the following section) 

reached about a third of the WRIDS partners. It would strengthen the findings to increase the engagement of partners in the 

assessment, providing a more comprehensive picture of the engagement experience across pillar groups. As well, the 

partnership map can be further developed to serve as a resource for tracking and making connections. 

 Implementing standard tracking template 

All groups need to report on their activities and outputs. A tracking template to align activities with the Strategy and the 

collaborative theory of change can be developed to streamline this process and ensure consistent data are collected over time 

for both reporting and telling the story of the work.  This tracking template can be applied to the backbone, coordinating 

committees and working groups. 

 Clarifying Pillar Outcomes  

The theory of change for collective impact can be drilled down to the work of each pillar. Facilitating a process to get more 

specific about pillar outcomes and connections will lay the ground work for a more focused measurement strategy. This 

process also can be used an opportunity to check in on the Strategy, assess need for potential shifts or course correction, 

reflect on momentum and plan for the next phase of work.  
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Phase 2: Systems Influence  

The focus here would be to assess the system level outcomes identified in the theory of change for collective impact, and can 

include: 

 Assessing the network  

Network mapping and an assessment of partnership indicators (see table below) can help to characterize the system-level 

influence of the collaborative.  A current network map can be compared to one completed in 2010 at the beginning of the 

project, and also used to show where more connections and influence are needed. 

 Measuring system outcomes  

An assessment of the collaborative’s work to shift conditions at systems level can be completed using data collected through 

activity and output tracking, the network assessment, as well as a review of media coverage and engagement of WRIDS 

stakeholders. 

 Reviewing population data  

This review can characterize the trends in the population level indicators (see indicator table below) since the initiation of the 

WRIDS. Population data can help tell part of the story of the collaborative, including where trends might be changing in ways 

that are unexpected or which require new ways of responding.  

 Engaging stakeholders in sense-making  

Sense-making is a critical component of strategic learning. It involves bringing together stakeholders to make sense of the 

data, reflect on insights and learnings, and apply these to new strategies and directions. Key stakeholders can be engaged in a 

facilitated process to make sense of the systems-level data and evaluation findings. Making meaning together then feeds into 

the collective story of the WRIDS collaborative and supports ongoing improvement and development of the collaborative. 

 

 

Phase 3: Service Outcomes 
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Here, the evaluation focuses on access, capacity and quality outcomes associated with the implementation of 

recommendations for service providers.  

 Conducting a service provider survey 

This survey can be designed to measure service-level indicators (in the table below), and distributed to engaged service 

organizations and other service-provider stakeholders. The survey can also be used to collect information about process, 

challenges, gaps and changes in conditions/context that can influence the implementation of the current Strategy.    

 Engaging stakeholders in sense-making 

Here and throughout the evaluation, key stakeholders can be engaged in a facilitated process to make sense of the data and 

evaluation findings. Making meaning together then feeds into the collective story of the WRIDS collaborative and supports 

ongoing improvement and development of the collaborative. 

 
These are preliminary evaluation strategies to activate the current evaluation framework. These strategies should be reviewed 

and refined as the evaluation is implemented. The next section shares potential indicators for answering the evaluation 

questions. These can also be refined to better reflect what is feasible for data collection within the scope and timeline set by 

the evaluation working group.   

 

Potential Indicators  
Indicators are the signs and signals to let us know how we are doing. We look to indicators for collecting data and information 

about our work. Potential indicators for answering the evaluation questions are shared in the following table.   

 

 

 

 

 

Evaluation Questions Indicators Methods 
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Evaluation Questions Indicators Methods 
What characterizes the 
WRIDS collaborative as a 
collective impact 
initiative? 

Guiding principles 
 Partners report positive experience of principles in practice 
 Partners regularly seek feedback and advice from one another 
 Partners trust each other 
 Partners are included in major decision-making processes 
 Decision-making processes are open and transparent 
 
Systems-leadership 
 System connections and influence 
 Partners are empowered to activate plans and take action 
 Responsiveness to trends 
 Keeping focus on substance use at community planning tables, 
health planning, justice, etc. 
 Partners are aware of barriers to action and have discussed 

ways to overcome these barriers that are known and widely utilized  

 
 
Mutually reinforcing activities 

Working group activities coordinate and align with the Strategy 
Partners have clear contribution to their working group 
Partners understand the roles of other working groups and how 
these support the common agenda 
 

Backbone support 
 Learning structures and processes are embedded 
 Communication process support activities across 
committees/groups  

Partnership assessment survey 
Key informant interviews 
Activity tracking 
 

How has the network 
approach supported the 
activation of the 
Strategy? 
 

# of partners engaged 
Partner contribution to the collaborative 
Rate of change within partnership (#leaving and joining) 
Engagement of system leaders and decision-makers  
Engagement of direct services providers (front-line staff)  
Engagement of community members & those with lived experience  
Partner experience of the network 

Output tracking 
Network map and assessment 
Capacity review 
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Evaluation Questions Indicators Methods 
Where and how is the 
collaborative making 
progress? 
 

Identification of priorities and targets 
Activity outputs across pillars and working groups 
Demonstrate further integration of pillars (e.g. joint meetings, work on 
joint initiatives) 
Access to resources 
Capacity of the steering committee, pillar and working groups 
Identification of barriers and gaps 

Key informant interviews 
Activity & Output tracking 
Partner survey 

In what ways and to 
what extent does the 
collaborative foster 
change at the systems 
and service level? 
 

Systems Level 
Breadth of stakeholder engagement 
Knowledge mobilization 
Convening 
Influence on policy 
Media coverage 
Increase in new funding and resources; leveraging/alignment of 
existing resources 
Change in professional and organizational practice 

 Each pillar has articulated specific outcomes and indicators that 
align with implementation priorities 
 
Service Level 

Spread of harm-reduction approach 
Pilots/spinoffs within service sector 
Strength of referral network 
Change in capacity of engaged organizations 
Reduction in wait times for addiction treatment  
Expansion of addiction treatment services 

Activity tracking 
Media review 
Outcome mapping  
Resource/capacity review 
Service provider survey 
 

Who is experiencing 
change? In what ways 
and to what extent? 
 

Change in Service provider practice 
Change reported by collaborative partners 
 
Note: At this point, the evaluation is focusing on the systems and service 
level outcomes. Going forward, there will also need to be attention to 
change experienced by individuals. 

Service provider survey 
 

What difference does the 
collaborative make for 
the community? 

Stakeholder recognition and characterization of contribution 
Change in prevalence of problematic substance use  
Change in morbidity and mortality related to problematic substance use 

Population data 
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Evaluation Questions Indicators Methods 
Change in crime & experience of victimization related to problematic 
substance use 

 

Summary 
This Evaluation Framework presents a set of questions and strategies to focus and organize the WRIDS collaborative’s 

evaluation efforts moving forward. It should be seen as a living document that can be refined through the process of 

implementation and learning, to ensure that it reflects and captures what matters to the collaborative, its partners and the 

communities they serve.  
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Snapshot of Early Insights 
As part of our work developing the evaluation framework, we reached out to current committee and working group members 

through key informant interviews and a partnership assessment survey. We completed six interviews, which focused on 

partners’ experiences with the WRIDS collaborative. The partnership assessment explored indicators related to the strength 

and health of the collaborative.  It was completed by 23 of current committee and working group members, as follows: 

• Harm Reduction Coordinating Committee (13) 
• Prevention Coordinating Committee (4) 
• Enforcement & Justice Coordinating Committee (3)  
• Steering Committee Coordinating Committee (3) 

The following summary shares the highlights from the interviews and survey; however, given our sample size of only 30% of 

current partners, the following highlights should be seen as preliminary. 

 

Sense of the Current Network  

 There is enthusiasm about the collaborative’s work and the dedication of members from so many various sectors. 

Collaborative partners are seen as involved and passionate. 

 There is a strong sense of synergy and connection, and confidence in working together. There is trust amongst partners. 

 There is a perceived need to broaden the membership, particular around building system influence (e.g. through 

greater engagement of regional and municipal government), and grass-roots connections.  

 The work of the collaborative is not seen to reach the broader community, it is believed that more communication with 

the community is needed. 

 There is also the sense that the WRIDS collaborative could have greater impact by being less risk adverse and speaking 

out more frankly. 
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Leadership  

 There is a sense of shared leadership and ownership across the WRIDS collaborative, which is seen as a new and 

emerging development with some growing pains.  

 There is confidence in WRIDS leadership, partners are seen to be doing the best they can in difficult circumstances and 

with limited resources.   

 Decision making is described as fair, equitable, inclusive, healthy, shared, respectful, cooperative, and collaborative. 

 There is also the sense that leadership can be too bureaucratic. While much is believed to have been accomplished, 

progress is seen to be slow. There is the strong belief that greater resources are needed.   

 

Structures & Processes  

 The coordinator role is seen as critical, and a leadership position. The role of the coordinator needs to focused on 

partnership engagement and change management (as opposed to project management). 

 There is an expressed wish for greater communication, engagement and integration between pillars and committees. It 

is believed that a stronger connection between pillars would facilitate better decision-making and coordination of the 

collaborative efforts.  

 There is a question of what happens between meetings and where the work falls when partners are not all in a room 

together.  

 There is a perceived need for a greater emphasis on planning, greater clarity of goals and how to monitor progress. 

 

Contribution 

 So far, the contribution of the WRIDS is seen through: 

o The emphasis on and spread of a harm-reduction approach 
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o Recognition of the value of harm reduction  

o Greater inclusion of individuals with lived experience  

o Greater acknowledgement of problematic substance use and the development of a monitoring system to track 

prevalence  

o Recognition of the need for a collaborative, multi-system approach; connecting sectors, services, programs and 

communities and breaking down silos. 

 

Moving Forward 

 There is a perceived need for more resources and a strong sense that the work of the collaborative is constrained by a 

lack of resources and capacity.  Leveraging further resources and building capacity is seen as a priority moving forward. 

 Broader community engagement and raising awareness about substance use and harm reduction were also identified 

as priorities.  

 Stronger focus, more intentional planning, and more attention to monitoring progress will be needed moving forward. 

 Greater connection across pillars and committees was also seen as a priority for achieving greater impact. 

 

  


