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Principles-focused evaluation 



Principles-focused Evaluations 
(PFEs)

● Novel evaluation approach that seeks to inform programs about what principles are 

appropriate for specific purposes and within specific contexts.

● Principles-driven initiatives or programs, which are becoming more common, can 

benefit from evaluations focused on their principles.

● The principles informing or guiding decisions on the development and 

implementation of the program or initiative are the evaluand.

(Patton, 2018)

● While principles are generally evaluable, they must be framed as effectiveness 

principles if insights into their impact on desired outcomes are to be assessed.

(Patton, 2018; Turner & Cromhout, 2020)
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● PFEs are a utilization-focused evaluation 

that supports health programs to shift from 

the predominant “rules-based” approaches 

to principles-driven approaches while 

being accountable for health outcomes.

(Turner & Cromhout, 2020)

● PFEs are increasingly important in 

assessing transformative health initiatives 

that adopt principles promoting health 

equity and person-centred care.

(Miles & Asbridge, 2013)
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PFEs in 
healthcare

Photo by RF._.studio from Pexels.



Effectiveness Principles: What are 
they?

Precise prescriptions on 

what to do in specific 

situations. Do not allow 

a person/agent make 

decisions about the 

situation.
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Principles that explain 

how the world operates. 

Can be observed in 

natural settings and in 

social contexts.

Principles that tell us 

what is right and wrong. 

They are assessed to 

determine if they are 

simply followed or not 

followed.

Statement providing 

guidance on how to 

think/act to achieve a 

desired outcome, based 

on norms, values, & 

knowledge.

Natural principlesRules Moral  principles Effectiveness principles



Are my 
principles 
actually 
effectiveness 
principles? 
The GUIDE 
criteria
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GUIDE acronym and mnemonic. GUIDE indicates that an effectiveness principle must (a) provide 

Guidance, (b) be Useful, (c) Inspire, (d) support ongoing Development, and (e) be Evaluable. Figure 

adapted from Patton (2018). 



Effectiveness Principles: How can 
they be used?

● Developmental evaluation: principles may be assessed in terms of how they guide 

early or adaptive development. 

● Formative evaluation: principles may be assessed in terms of their design. E.g., 

are the principles clear, meaningful, and actionable? How do people understand the 

effectiveness principles?

● Process evaluation: assess whether or not the principles are being followed and in 

what context they are followed or not followed. 

● Summative evaluation: principles could be assessed in terms of their 

hypothesized outcomes when applied. E.g., are the hypothesized outcomes 

achieved when the principle is applied? 
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An effectiveness principle becomes the 
hypothesis to be evaluated, to determine 
its relative meaningfulness, truth, 
feasibility, and utility for those attempting 
to follow it.
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Questions?



Creating effectiveness principles:  
a four-step process



Creating effectiveness principles
● A 10-step checklist for developing and reviewing effectiveness principles.

(Patton, 2018)

1 2 3 4



Engaging stakeholders

● An essential first step in creating effectiveness 

principles.

● Identifying who should be involved in creating 

effectiveness principles – similar to stakeholder 

analysis.

● Involves promoting PFE, clarifying what effectiveness 

principles are, differentiating it from other types of 

principles, and clarifying the role of effectiveness 

principles in PFE.

● Securing leadership support for PFE and further work 

creating effectiveness principles.
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Reviewing underlying theories, values, data and 
research2

● Review program documents to identify implicit and 

explicit program and organizational values.

● Collect baseline data to understand how current values 

are expressed, and barriers/facilitators to consider 

when drafting effectiveness principles. 

• Participant observations can help unearth 

additional factors to consider.

● Review the literature for theories and conceptual 

frameworks that may be leveraged.

● Engage stakeholders to foster trust in the rigour and 

utility of the PFE.
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Drafting candidate effectiveness principles3

● An iterative process that works best when participatory.

● Draws on the output of Step 2 and considers values 

and contexts identified in the baseline data and 

document/literature review.

● Draft between 5-10 candidates with consideration for 

the GUIDE criteria.

● May be done by the evaluator and shared with 

stakeholders or may be collaboratively developed.

● Review candidate effectiveness principles to ensure 

they are grounded in the context and theory (i.e., 

evidence-based).
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Reviewing and finalizing effectiveness principles 
using GUIDE criteria4

● A consultative and collaborative process with 

stakeholders.

● Iterative workshops are pragmatic in facilitating such 

reviews.

● The candidates can be reviewed against the GUIDE 

criteria and prioritized by stakeholders.

● Next steps – ensuring the integration of effectiveness 

principles into practice. 

• Mapping the effectiveness principles onto an 

evaluation matrix and identifying potential 

indicators.
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A practical example of creating 
effectiveness principles



Creating effectiveness principles 
from existing guiding principles
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Guiding 
Principles 

Emotional 

connections 

matter most



Creating effectiveness principles
Reviewing underlying theories, values, data 

and research

● Textual analysis: review of program 

documents, promotional materials, logic 

model

● Key informant interviews & 

observations: Over 50 interviews with 

program staff, health workers and 

leadership. Over 200 hours of participant 

observations.

● Identifying comparable models in LTC: 

and mapping concepts across models.
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Aligned new effectiveness 
principles (EPs) to existing 
guiding principles

Used Microsoft Excel 
sheets to collect 
stakeholder perspectives 
on the EPs using the 
GUIDE criteria

Asked stakeholders 
to prioritize the EPs 
(low – high)

Asked for 
additional 
comments on the 
draft EPs

Creating effectiveness principles
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Evaluation matrix for PFEs



Practice session activity: Creating 
your own effectiveness principles



Questions?



Using framework analysis in 
principles-focused DEs: a practical 
guide



Analytical Methods for PFEs
• Framework analysis represents one of many options that can satisfy the 

analytical requirements of a qualitative PFE (or one that primarily uses 

qualitative data)

• In our experience, this method has enhanced our ability to be utilization-

focused:

• Fits well with effectiveness principles but also flexible enough to support 

emergent findings 

• Helpful for involving stakeholders in the evaluation and providing structured 

feedback to project teams

• Facilitates data management, especially for large qualitative datasets
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What is 
framework 
analysis?

● Analytical method created in the 1980s for 

use in applied social policy research (Ritchie 

& Spencer, 1994)

● Functions similarly to content or thematic 

analysis 

● Not aligned with any particular 

epistemological, philosophical or theoretical 

approach

● Distinguishing feature is the matrix output 
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What is the matrix?
The matrix output is a visual and 

textual summary of the data, depicting 

the cases’ perspectives on a particular 

category or theme. 

When analysing data for a PFE, the 

effectiveness principles function as the 

thematic categories. 

Effectiveness 

Principle 1

Effectiveness 

Principle 2

Case 1

Case 2

Case 3

Case 4

In each intersecting cell, the 
information from the interviews or 
cases is summarized as it relates 
to each effectiveness principle.



How does the method work?
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1 2 3 4 5

(Ritchie and Spencer, 1994)



Why use this method for PFE?
● Distinct stages make the analytical process transparent and rigorous

● Process is easy to follow, even for multi-disciplinary teams and/or with 

large data sets

● Reduces large data sets into summarized charts that can facilitate real-

time communication of emergent findings with different stakeholders

• Enables project teams to make “evidence-informed,” responsive 

course corrections 

● Specific effectiveness principles can be evaluated but the flexibility of the 

approach also supports the discovery of new or emergent findings



CAQDAS
● CAQDAS (computer-assisted qualitative data 

analysis software) can facilitate application of 

framework analysis but is not necessary

• NVivo enables you to generate charts, 

highlight important segments of the raw data, 

and find quotes for reports

• Useful when the data set is large and multiple 

researchers are involved

● Hackett and Strickland (2019) demonstrate 

that framework can be done successfully 

without the need for CAQDAS
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Framework analysis in NVivo: 
examples from Megamorphosis 



Helpful hints for NVivo 
● Categorize the imported files as “Cases,” which represent the unit of analysis (e.g., 

the people you interviewed or the communities you studied)

● Effectiveness principles are the codes for indexing and the thematic categories

for the framework matrix

● Framework matrix can be found under the “Notes” function

● To ensure you’re viewing the relevant sections of transcript in the matrix, select 

“Cell Coding” in “Associated View”

● Use NVivo’s integrated formatting and functions to improve your summary

● Format direct quotes 

● Link summary text to the raw data using “Summary Link”

● “Auto-summarize” will pull all the relevant data into the matrix cells 

● Useful YouTube tutorials: 
• https://www.youtube.com/playlist?list=PLjCDy_BmhjHJsZnHXpMMC7OVUr7BcpgX8

• https://www.youtube.com/watch?v=SmUL7wMAoOg
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Putting it all together
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Questions?


