
Setting Goals and 
Establishing an 
Evaluation Baseline 

January 28, 2016 



Bob Gorman  
MPRO Farm to School Lead  

USDA FNS 
 

Todays Speakers  

Lyn Kathlene Ph.D. 
 Director 

Spark Policy Institute 
 



Housekeeping 
• To make a comment or ask a question use the chat function. 

» You can submit a question or comment at any time.  
 

• This webinar will be recorded. Both a PDF of the slides and a 
link to the recording will be available on the Office of 
Community Food System’s website: 
http://www.fns.usda.gov/farmtoschool/webinars  
 

• Any referenced handouts will be emailed to you after the 
webinar has been completed.  

 
• Please complete the evaluation after the webinar   

 

Presenter
Presentation Notes
Also, the pdf slides are attached

http://www.fns.usda.gov/farmtoschool/webinars


SNA Continuing Education Units  

To receive your SNA CEU certificate, email Bob at: 
Robert.gorman@fns.usda.gov  

mailto:Robert.gorman@fns.usda.gov
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Presenter
Presentation Notes
Thank you Bob for that lovely introduction. Today we are focusing in on evaluation – setting your goals and establishing an evaluation baseline.



What you will learn in 30 minutes! 

• Great reasons to evaluate your FTS program 

• The connection between DOING activities and 
causing CHANGE in the world 

• A logic model is your best friend 

• Baseline data is fun to collect 

• FTS Evaluation Toolkit was made for you 

• No questions left unanswered! 
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Presenter
Presentation Notes
Just so you know: My goal for today is to make this the most productive 30 minutes you’ll spend all week! Seriously.

I promise by the time this webinar ends, you (1) will know why to do an evaluation, (2) get excited about showing you are making a difference in the world, and (3) feel confident that the Farm to School Evaluation Toolkit is easy to use AND will make it easy for you to conduct a quality evaluation.

Let’s get started!
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Why Farm to School Evaluation? 

• Program improvement: To understand what 
elements are working well and what can be 
improved. 

• Information for stakeholders: Robust, 
sustainable FTS programs need the 
support of many stakeholders.  

• Share with funders: Show a 
current or potential funder the 
impact of your program. 

Presenter
Presentation Notes
There are three major reasons for why you would want to evaluate your farm to school program. 

CLICK 1:  Program Improvement  is often the reason evaluations are conducted.  You may want to understand how to improve your farm to school program overall or there may be specific components of the program, including improving processes and the outcomes of the program, that are of interest to you.

CLICK 2: Information for Stakeholders is important because to build a robust FTS program, you really need the interest and participation of many different stakeholder groups.  Evaluation results are a great way to share information with parents, school leaders, producers, community members, public health departments and other key stakeholders in order to build their understanding and support for the program.  

CLICK 3: Finally, evaluation is often a requirement of your funder if you have received grant to support your FTS activities.  Evaluation can also support your efforts to secure a future grant.  Showing a potential funder how a pilot program – say a school garden at one of your elementary programs – is resulting in increased student knowledge about nutrition, the food cycle, etc., can help you make a compelling case for expanding the program to additional schools.

You may be thinking that you are interested in more than one of these purposes.  Great!  The evaluation toolkit we’ll discuss later can help you figure out which purposes you can realistically address and should address first



WHAT SHOULD I EVALUATE? 

Farm to School Evaluation Toolkit 
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Presenter
Presentation Notes
You may or may not have ideas of what should or could be evaluated. To begin, let’s think about evaluation from the standpoint of what we do and why we do it
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Sphere of 
Control 

Activities 
Deliverables 
Milestones 

Participants 

What we do 

Presenter
Presentation Notes
There are two concepts I want to cover.

The first is what we call a [CLICK 1] Sphere of Control.  

The sphere of control is, as the name suggests, those things we have control over (or at least we think we do!).  It is the [CLICK 2] activities of our program, the deliverables to our funders, the timeline of milestones reached, and the number of people involved in our program.   

CLICK 3:  These are the things we DO.  And in evaluation these are the metrics – or our “counts” of what has occurred.  These are typically the things that we measure. They tell you about the effort you put in but they don’t tell you about the “why bother” of the program.
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Presenter
Presentation Notes
The second concept is the [CLICK 1] Sphere of Influence.

The Sphere of Influence is the change we hope to see occur through the farm to school programs we implement.  These can be categorized into [CLICK 2] short, intermediate and long term outcomes.  So, in a school garden program, a short term outcome might be that students have increased awareness and knowledge about how plants grow, or an appreciation that where one lives determines what types of food can be grown and that being a locavore means prioritizing foods that are grown locally.

All of these examples are things we would hope a student would learn by participating in a garden program that included lesson plans about plant biology and local food systems.  While you have control over creating the garden, having students participate in the garden, developing and teaching the curriculum you DO NOT have control over whether those outputs of your farm to school program will actually result in student learning.  Learning falls within the sphere of influence.

[CLICK 3] Yet, it is the Sphere of Influence that is the reason why we do the work we do!  





Colorado Farm to School Task Force 
 11 

Sphere of 
Influence 

Short, 
intermediate, and 

long-term 
outcomes 

 
Why we do the work 

we do! 

Sphere of 
Control 
Activities 

Deliverables 
Milestones 

Participants 

What we do 

Presenter
Presentation Notes
As you likely have figured out, the [CLICK 1] Sphere of Control leads to the Sphere of Influence.  

Keeping these concepts in mind will help you delineate between outputs (your activities) and outcomes (the changes you hope to see because of your farm to school activities). If you’re ever feeling stuck on what you’re are measuring, return to these concepts.




LOGIC MODELS: 
ESTABLISHING OUTCOMES 
TO EVALUATE 

FTS Evaluation Toolkit Training 
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Presenter
Presentation Notes
Evaluating your farm to school program requires upfront planning. In order to know what data to collect, you need to know the outcomes you hope to achieve.

I will briefly introduce how a logic model can organize the “what you do” and “why you are doing it” into a format that will articulate your outcomes to evaluate. 
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Presenter
Presentation Notes
Here is a typical logic model.  It is a simplified pictorial depiction of the relationship between your program’s activities and its intended effects.

Let’s break it down.

CLICK 1: First, you want to identify the problem(s)

On the far left side depicted by arrows is information about what the problem is that you are addressing.  Here, this is called the “situation” and within the situation are priorities that are linked to why this situation or problem is an issue. For example, you may work for a community garden organization.  Within your organization’s mission, vision, values or mandates may be statements about the importance of increasing food system knowledge of youth and adults.  A problem identified by your organization is the lack of youth knowing where their food comes from. Within the situation you may want to articulate why youth do not know – for example, a lack of agricultural/food system education within the schools, urbanization and the lack of an agricultural economy/way of life, and so on.

CLICK 2:  Next, you want to Name the desired results (What is that vision you have the future?)

In a logic model, the desired results are your goals, which are called outcomes and impacts. There are three types of outcomes:

Short term, also known as the first outcomes you can expect your program to achieve if it is well-implemented.  These are basically LEARNING outcomes: awareness, knowledge, attitudes, skills, opinions, aspirations, and motivations.

Next come medium term outcomes, those that you would expect to occur after the short term outcomes are achieved.  These are ACTION outcomes: changes in behavior, practices, decision-making, policies, and social action.

Finally, long-term outcomes also called impacts, follow upon the achievement of short and medium term outcomes.  These are SYSTEM CHANGES, be they social, economic, civic, or environmental.

CLICK 3: Between the PROBLEM and the VISION is the STRATEGY you will/have developed to address the problem and reach your goal or future vision.  

This is shown on your logic model under the category of OUTPUTS.  There are two components.

The work/action/strategies of your program, such as building educational school gardens, conducting workshops for teacher, developing and implementing educational curriculum for students, teaching garden skills, and so on.

Then there are the target groups of your program, or who you intend to reach, be they individuals or organizations.  

CLICK 4:  When you put it all together, you have a graphic representation of your program, the participants you are targeting with your programming, and the outcomes you hope to achieve.  The logic model is a great tool to help you plan your evaluation as it keeps you focused on your activities, target audience, and intended outcomes – each is information that is necessary in order for you to design your evaluation.  






Logic Model: People’s Garden 

1/28/2016 14 

Presenter
Presentation Notes
THIS SLIDE IS ANIMATED

Here is a logic model developed for an actual school garden.  It has Inputs, Outputs and Outcomes.

The Inputs are the staff, research, money, and materials for the school garden.  

CLICK 1:  The Outputs are divided into two categories:  Activities and Participants

Activities are what is happening in the school garden or to support the school garden.  Here we see a lot of curriculum sessions are specified. We also see skill building activities including planting, weeding, and harvesting.  

The participants are the target audience that is involved in the garden program.  Here we see that primary school students will be using the garden and that teachers will also involved, likely in teaching the curriculum.  But don’t forget about others who come into contact and support your garden such as community and parent volunteers and school administrators.  

CLICK 2: Everything within the OUTPUTS columns fall within our Sphere of Control.  These are things we will want to measure, e.g., how many workshops were conducted, what type and how many garden activities occurred, how many students and teachers participated, etc.  These are the “easy” things to measure and should be measured, as they are important to demonstrate the activities occurring within the program and who and how many people are being reached by the program.  

CLICK 3:  Now let’s look at the final three columns of the logic model.  These are the OUTCOMES of your program. These three columns reflect changes that happen over time.   

In the People’s Garden, short term outcomes are the LEARNING of awareness and knowledge development: 

The medium term outcome is the ACTION outcome of practice: growing edible plants.

The long term outcomes are SYSTEM CHANGES, that result in a culture that appreciates fresh food production and quality, embraces physical activity, and appreciates nature.

CLICK 4:  Everything within the OUTPUTS falls within the Sphere of Influence.  It is the changes that should occur through implementation of the program.  These are more complicated to evaluate, yet it is exactly this information that is the most important to know because it will tell us if our program is having its intended impact.

CLICK 5: A logic model is an important tool for depicting your farm to school program in preparation for selecting your evaluation outcomes, indicators and measures.   



BASELINE DATA 

Farm to School Evaluation Toolkit 
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Presenter
Presentation Notes
Baseline data can tell you whether your efforts are working. To know if your farm to school program is having an impact and the extent of the impact, you need to have an idea of where you are starting from.



Knowledge and attitudes about local food, 
nutrition, and agriculture 

Availability and consumption of fresh fruits 
and vegetables during school lunch meals 

Experiences with gardening 

Participation in breakfast program and 
foods offered 
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Presenter
Presentation Notes
[CLICK 1] Student health knowledge, attitudes, and behavior would be assessed prior to the start of farm to school activities OR prior to the start of a new programming cycle, e.g., school garden.

[CLICK 2] Or if you are changing procuring local food as part of your FTS program, then you might want to collect baseline data on what is offered prior to the FTS program or what are children consuming at lunch prior to the program.

[CLICK 3] Another way to think about consumption is to collect baseline data on meal participation rates and the foods offered, such as in a breakfast program if your FTS program is targeting not just lunch meals.

[CLICK 4] And if you are doing a school garden, collecting baseline data from students or teachers prior to their involvement in the garden makes sense.

Let’s take a look at examples of some of the data collection instruments we have in the toolbox that would help you with each of these examples.
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Sample survey questions 

Presenter
Presentation Notes
This survey is measuring knowledge of the individual.  A survey or questionnaire is a good instrument to “test” knowledge and learning both before the program or activity starts and after.  

NOTE: This is the Wisconsin tool (the second one on the previous slide)
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Presenter
Presentation Notes
Here is a survey that is designed for 7-9 year olds and collects information on what they eat at lunch and do at lunch.



School Environment Observational Tool 
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Presenter
Presentation Notes
Here’s a tool to gather baseline data on Participation in breakfast program and foods offered. You or someone else on your evaluation team would collect the data by going into the classroom and observing it.
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Presenter
Presentation Notes
Here is a survey for capturing experiences with gardening.



USING THE TOOLKIT 

Farm to School Evaluation Toolkit 
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Presenter
Presentation Notes
Let’s now take a look at what you’ll find in the farm to school evaluation toolkit.
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Audiences for the FTS Toolkit 

Non-evaluators 
involved in a FTS 

program 

Experienced 
evaluators working 
with FTS programs 

Community partners 
who help support FTS 

programs 

Presenter
Presentation Notes
The Farm to School Toolkit was designed to help people involved in farm to school programs of all sizes undertake systematic data collection and analysis to better understand and convey the impact of their programming.  

People who will find it useful include 
CLICK 1: Those who are involved in farm to school activities, be that a school garden leader, a food service director, a science teacher, or a parent.  You do not need to be an evaluator to use this toolkit.

CLICK 2: Many FTS programs are supported by community partners – this might be the local food policy council or the community garden organization.  The toolkit can help them undertake a systematic assessment of the local farm to school program as one of the support services they provide.

CLICK 3: Seasoned evaluators who have not undertaken farm to school programs will find useful guidance on the types of outcomes that can be expected.  For those who have done farm to school evaluations, the toolkit has a wealth of data collection tools that can help support their work.  
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What is the FTS Toolkit? 

Step-by -Step Guide Templates and Tools Webinar Series & Peer 
Learning 

 Preparing for Evaluation 

Outcomes, Indicators & 
Measures 

Choosing & Adapting Tools 

Collecting & Analyzing Data 

Reporting Results 

Presenter
Presentation Notes
CLICK 1; The Farm to School Toolkit has step by step guidance to conduct an evaluation of any type of a farm to school activity.  It starts with pre-evaluation preparation that is critical to success implementation. Each step contains a combination educational content about evaluation generally, resources to support skill development, and content specific to conducting a farm to school evaluation.

CLICK 2: There is a downloadable evaluation plan template, seven attachments each focused on target populations of farm to school activities, and existing data collection tools. 

CLICK 3: A webinar training series that supports each of the steps is available online.

CLICK 4: Finally, there is a peer to peer forum set up for users of the toolkit. 
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Presenter
Presentation Notes
The toolkit is easy to navigate on the website. CLICK 1: Each step of the process is shown on the left hand menu.

[CLICK 2] Let’s start with Step 1.  

Every step provides a short description of what the step is addressing.  

[CLICK 3] Pull down menus are the activities/work within each step. For example, Preparing for Evaluation includes deciding which FTS activity to evaluate (you cannot evaluate everything), the purpose of your evaluation (program improvement, information for stakeholders, information for funders), considerations around the timing for evaluation, identification of existing resources, guidance on who should be recruited to your evaluation planning team, explanation of human subjects protection and resources to do it if required.  

[CLICK 4]: Finally, every step includes a webinar training.
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Presenter
Presentation Notes
Here is one of the downloaded toolkit components.  This is the evaluation plan template, which corresponds to each step in the Toolkit and serves to document the important decisions you will make from preparing to do your evaluation through implementation.
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Presenter
Presentation Notes
We provide easy to understand guidance on key evaluation issues for those who have never undertaken an evaluation or who would like a refresher. 

CLICK 1: Here we discuss how it is important to only measure those things that you can link to your program activities.  We introduce the concept of Sphere of Control and Sphere of Influence.  
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Presenter
Presentation Notes
CLICK 1: We also provide education on the strengths and weaknesses of various approaches and tools most commonly used in farm to school evaluations.  
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Presenter
Presentation Notes
The toolkit contains seven attachments, one for each target audience that is affected by farm to school programs.  

[CLICK 1] These target groups are are students, parents, teachers, school food services, producers, school leaders and community.  Each attachment is a downloadable tool in the toolbox.  All downloadable components of the toolbox are highlighted with the hammer icon.

[CLICK 2] Here we are looking at a portion of an attachment.  Each attachment describes a farm to school activity, shown under the column “this may be a fit for your program if…” In this case, the farm to school activity is “your program includes significant changes to the curriculum to include FTS components.”

[CLICK 3] To the left, is the evaluation outcome that is linked to the activity.  For this activity, the outcome is “positive attitudes about integrating farm to school related information in curriculum.”

In this example, we are looking at Attachment 3, Outcomes for Teachers.  
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Presenter
Presentation Notes
CLICK 1: On each attachment, existing data collection tools are hyperlinked in the rows that describe the activities and outcomes.  We teach you how to use these tools – adapt them for your own program and how to test them to insure they are valid for your population.
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How Do I Use the Toolkit? 

www.sparkpolicy.com/tools 

Develop an 
evaluation plan, 
select tools, 
collect and 
analyze data, 
share the result. 

Presenter
Presentation Notes
For some people, evaluation is a new skill to develop.  In that case, you would start at the top of the menu and work your way through each step of the toolkit.  

For others who have some experience with evaluation, you will find Step 2 and Step 3 good places to explore. Step 2 will help you connect your farm to school program activities to evaluation outcomes and Step 3 will connect those outcomes to existing data collection tools.

Seasoned evaluators will find much to use, too, including the data collection tools in Step 3 and resources for creating engaging reports in Steps 5 and 6.  



Parting Words of Advice 
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• Identify the purpose of your evaluation 

• Focus on the short and intermediate term 
outcomes/goals 

• Consider the different groups that you are 
affecting and evaluate the impact 

• Don’t try to learn everything – be realistic 

• AND….. 

Presenter
Presentation Notes
To wrap it up: 

[CLICK1] You will want to start your evaluation by identifying its purpose: Is it for program improvement? Information for stakeholders? Reporting to funders? Knowing the purpose will set the stage for knowing what you need to measure, the best methods to use, the data that needs to be collected, and even determines the format for reporting or presenting the results.

[CLICK 2] You will want to measure the short and intermediate term outcomes. At best, most of you only have two year grants. Focus in on the changes that can happen in the nearer term.

[CLICK 3] FTS affects more than students: Consider the different groups that you are affecting and evaluate the impact on them.

[CLICK 4] Now that you are feeling confident and excited – WARNING – don’t try to measure everything! Be realistic about your time and resources. Be strategic and prioritize that which you need to know. Implemented and used well, evaluation will help inform future decisions about your farm to school work.

And finally…



Click to edit Master title style 
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FTS Evaluation Toolkit Webinar Series 

1. Getting Started on Your FTS 
Evaluation 

2. Outcomes, Indicators, and 
Measures 

3. Choosing and Adapting Tools 

4. Collecting and Analyzing Data 

5. Reporting Results 

 

Presenter
Presentation Notes
Use the FTS Evaluation Toolkit and its online trainings!  With that, I’m happy to answer any questions you may have.

mailto:Lyn@SparkPolicy.com


Thank You! 
Questions? 

To receive your SNA CEU 
 certificate, email 

 Robert.gorman@fns.usda.gov  

mailto:Robert.gorman@fns.usda.gov


Upcoming Webinar: 
Finding and Buying Local Foods: 

 February 4, 2:00 PM EST 

Presenter
Presentation Notes
Mention our Farm to School Grant RFA! 
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