
A Manual to Guide 
the Development of 
Local Evaluation Plans

Evaluating initiatives 
within the LIFE Framework
using a program logic approach

Centre for Development 
and Innovation in Health

Penny Mitchell and Virginia Lewis

December 2003

This document was

commissioned by the 

National Advisory Council

on Suicide Prevention and 

funded by the Australian

Government Department

of Health and Ageing



© Commonwealth of Australia 2003

ISBN:  0 642 82446 0

This work is copyright. Apart from any use permitted under the Copyright Act 1968, no part may
be reproduced by any process without written permission from the Commonwealth available from
the Department of Communications, Information Technology and the Arts. Requests and
inquiries concerning reproduction and rights should be addressed to the Manager, Copyright
Services, Info Access, GPO Box 1920, Canberra ACT 2601.

The opinions expressed in this document are those of the authors and are not necessarily those of
the Australian Government Department of Health and Ageing.

Suggested citation:  
Mitchell, P & Lewis, V (2003).  A Manual to Guide the Development of Local Evaluation Plans:
evaluating initiatives within the LIFE Framework using a program logic approach.  Australian
Government Department of Health and Ageing, Canberra.

Publications Approval Number: 3435/JN8435



This Manual was written by Penny Mitchell and Virginia Lewis from the Centre for Development
and Innovation in Health at the Australian Institute for Primary Care, La Trobe University, with
assistance from Gai Wilson, Elsa Barton, Jenny Macmillan, Rebecca Round and Kate Silburn. 

The Centre for Development and Innovation in Health thanks the following people for their
expertise, which they generously offered to the project when attending a full-day workshop, and in
many cases by taking time to undertake follow-up consultation. 

Helen Catchatoor, Michael Dudley, Tony Fowke, Ivan Frkovic, Martin Harris, John Howard,
Graham Martin, Tony McBride, Janne McMahon, George Patton, Jonine Penrose-Wall, Jane Pirkis,
Matt Sanders, Suzy Saw, Sven Silburn, Victoria Wade, Ian Webster AO.

We also wish to thank the following people from projects funded under the LIFE Framework who
participated in half-day workshops to road-test the Manual: 

• Annie Florence, Murray Lloyd, Linda Evans and Maureen Searson from the Spirit of Eurobodalla
project in Bateman’s Bay;

• Shayne Connell, Pam Tierney, Wendy McKenzie and Greg Watson from Lifeline in Newcastle;

• Catherine Heal, Roy Laube, Rita Feros and Teresa Petric from the Transcultural Mental Health
Centre in Sydney.

This Manual is based on ‘LIFE: A framework for prevention of suicide and self-harm in Australia’,
especially the Areas for Action document. You do not need to have read the LIFE Framework
documents to be able to use this Manual. 

If, however, you would like a copy of the LIFE Framework, it can be obtained from the Australian
Government Department of Health and Ageing, <http://www.health.gov.au> or telephone
1800 066 247.

A glossary of frequently used terms and acronyms in the area of promotion, prevention and early
intervention for mental health is provided at: <http://auseinet.flinders.edu.au/glossary/index.php>

A Manual to Guide the Development of Local Evaluation Plans iii

Acknowledgements



iv A Manual to Guide the Development of Local Evaluation Plans



A Manual to Guide the Development of Local Evaluation Plans v

ACKNOWLEDGEMENTS iii

INTRODUCTION vii

SECTION ONE 1

BACKGROUND 3

OVERARCHING PROGRAM LOGIC MAP FOR THE 

NATIONAL SUICIDE PREVENTION STRATEGY 9

HOW TO USE THIS MANUAL 10

Step 1: Identifying the Action Area(s) that you are working in 11

Step 2: Identifying the Outcome Area(s) that you are working in 12

Step 3: Using the Program Logic Maps to decide performance indicators 15

Step 4: Identifying the tools to use 22

Step 5: Finalising a comprehensive evaluation plan 25

SECTION TWO

PROGRAM LOGIC MAPS FOR OUTCOME AREAS 29

SECTION THREE

PROCESS AND STRUCTURE PERFORMANCE INDICATORS: 

RECOMMENDATIONS 55

SECTION FOUR

IMPACT PERFORMANCE INDICATORS: RECOMMENDATIONS 73

REFERENCES AND FURTHER READING 89

Contents



vi A Manual to Guide the Development of Local Evaluation Plans



Purpose of this manual

This Manual helps projects funded under the LIFE Framework to identify indicators and measures
that could be used to evaluate their activities. It helps project staff identify all the critical
components of their projects in terms of where and how they fit into the LIFE Framework as a
whole. The procedure described in this Manual should also help projects to clarify their thinking
about their work, and build a clear understanding of the rationale behind their activities.

Using a Program Logic Approach (described in the Background section that follows), the Manual
sets out a simple ‘step-by-step’ procedure for identifying appropriate indicators. Each step is
illustrated with the use of a practical example of how the procedure can be applied to a particular
suicide prevention project. The example project used has the broad aim of encouraging young
people to seek help when they need it.

All of the projects funded under the LIFE Framework share some important characteristics. The
Manual is designed to help projects identify a set of indicators they can use that will be consistent
with those projects with similar characteristics might also use. Each project is also unique because of
the particular combination of strategies used, the characteristics of the client groups involved, and
the communities and settings in which it is based. 

Evaluation of the National Suicide Prevention Strategy needs to acknowledge this combination
of commonalities and diversity among the funded projects. By developing individualised project
evaluation plans that also fit into a larger common framework with common performance
indicators, data gathered for project level evaluations can contribute to the evaluation of the
National Suicide Prevention Strategy as a whole strategy. The data can be brought together to add
to our overall knowledge about what works to achieve the broad goals of suicide prevention and
mental health promotion. 

The Program Logic Approach used in this Manual is just one of a wide range of frameworks that
can be used in program evaluation. The Program Logic Approach is particularly useful in the
evaluation of complex, multileveled or multifaceted interventions, and in the evaluation of
‘clusters’ of projects that share certain characteristics, such as in the case of the National Suicide
Prevention Strategy. 

Use of a Program Logic Approach to identify key indicators that are consistent with the LIFE
Framework does not mean that projects cannot also use other evaluation or quality improvement
approaches to assist in the design of local evaluation plans. The Program Logic Modelling work
recommended here is complementary to these other approaches to evaluation.

Introduction
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Structure of this Manual

This Manual has four main sections:

• Section One (pages 1 to 28) is the core part of the Manual that all users should read thoroughly.
It describes important background information that readers need to know in order to be able to
use the Manual efficiently and purposefully, then sets out the procedure for constructing
individualised Program Logic Maps and selecting indicators for projects.

• Section Two (pages 29 to 54) sets out the Program Logic Maps that have been developed for
each of the 23 Action Area Outcomes of the LIFE Framework. Manual users do not need to read
all of these. The steps in Section One will explain how you can select the Program Logic Maps
(or components of these Maps) that are relevant to your project.

• Section Three (pages 55 to 72) and Section Four (pages 73 to 88) list different sets of
performance indicators as well as recommended tools and data sets. Manual users do not need to
read all of these. The steps in Section One will explain how you can select the indicators and
tools that are relevant to your project.

viii A Manual to Guide the Development of Local Evaluation Plans
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SECTION ONE

Background and 

How to use this Manual1
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Evaluating complex public health strategies using a Program Logic Approach

The National Suicide Prevention Strategy is a complex, multifaceted public health strategy.
It comprises a large number of initiatives or projects directed towards multiple target groups
(e.g., individuals, families, high-risk populations, whole communities) and being implemented at
multiple levels of action (e.g., individuals, service agencies, service networks, areas/regions, health
sector, intersectoral, whole-of-government). Many individual projects funded under the Strategy are
also highly complex and multifaceted within themselves. These activities are also taking place in the
context of other large-scale policy and service development initiatives being conducted by the
Commonwealth and State/Territory governments. 

The evaluation framework described in this Manual is based on a Program Logic Approach. The
Program Logic Approach to evaluation has emerged from recognition that traditional research
designs, such as randomised controlled trials, are often not appropriate or feasible in the evaluation
of broad public health initiatives such as the National Suicide Prevention Strategy. Methodologically,
the Program Logic Approach can provide a rigorous alternative to experimental methods of program
evaluation.

Central to the Program Logic Approach is the exercise of developing Program Logic Models or
Maps that provide a simplified diagram of the core elements or components of a program that may
need to be considered in evaluation. These Program Logic Models or Maps include strategies or
activities, processes, impacts and outcomes.  The Program Logic Maps also provide a simplified
representation of the theories or hypotheses that program planners hold about the relationships
between activities, processes, impacts and outcomes.  The general logic represented in the Program
Logic Maps is that program activities lead to, or contribute to changes in processes and structures,
which then lead or contribute to changes in impacts, which in turn lead or contribute to changes in
outcomes. There is usually also a general assumption that the changes occurring at these different
levels unfold gradually over time.

Once the core components of a program are clearly articulated and described, indicators of
performance relevant to these program components, including implementation of strategies and the
achievement of impacts and outcomes, can be identified and selected. Once appropriate indicators
are selected, data are collected using appropriate measures of selected indicators. Data should be
collected at more than one point in time, in order to assess change over time. It is also important to
collect data on indicators from all key ‘levels’ of effect identified in the Program Logic Map. If
empirical evidence of change can be demonstrated at all critical points along the continuum, in a
way that is consistent with a predetermined theoretical expectation, this lends considerable
credibility to attributing at least part of that change to the intervention program (Gabriel, 2000).

Background



However, even when measurement at all relevant levels of effect is not possible, the process of
developing Program Logic Models offers important benefits for program evaluation. These include:

• development of a common understanding or agreement between all relevant stakeholders about
program goals, objectives, the rationale behind strategies and hypotheses regarding effects;

• provision of a clear and concise description of the program; and

• a framework for examining the fit between actual program activities/strategies and those
activities/strategies that are theoretically required to achieve stated goals and objectives.

Navigating your way through the Program Logic Maps

Different authors have used somewhat different sets of terms to describe and explain Program Logic
Modelling and the various components of Program Logic Maps. However, all share the basic
concept that there are multiple domains or levels that need to be included in the map or model. The
framework used in this Manual involves four (4) basic levels: (i) inputs/strategies, (ii) processes and
structures, (iii) impacts and (iv) outcomes. Table 1 below provides definitions of the key terms
applying to the different levels as they have been used in this Manual.

In addition to the four ‘levels’ of activity and effect shown in Table 1, the Program Logic Modelling
approach used in this Manual recognises the fact that there is a range of factors operating within the
community or environment in which any particular project is being implemented, which the
project cannot influence, but which will ‘mediate’ the ability of the project to achieve its aims. These
are called ‘mediating factors’, and are broadly described as political, cultural and socioeconomic
factors, and rurality. 

Table 2 shows a generic template for a Program Logic Map including the typical layout for the
various components within the various levels (inputs/strategies, processes and structures, and
impacts) as well as the mediating factors. Because all projects funded under the National Suicide
Prevention Strategy have the same ultimate goals, the outcomes level has not been included in the
Program Logic Maps shown in the Manual. The outcomes level is implicit in all of the Maps.
Mediating factors are also represented at the bottom of the Program Logic Map template. The
23 Program Logic Maps do not include arrows to describe the relationships between the different
levels. You will decide those for yourself when you clarify what it is that you believe your project is
seeking to do.

4 A Manual to Guide the Development of Local Evaluation Plans
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Table 1: Definitions of Program Logic Terms

(i) Inputs/Strategies – The resources, strategies
and activities that the project or initiative entails.

Typical resource inputs to suicide prevention projects
include funding for a Project Officer, and the
experience, energy and wisdom of community
members who volunteer their time. Typical activities
or strategies include networking, conducting
consultations and community needs assessments,
training staff, and trialing the delivery of innovative
interventions for clients. 

(ii) Processes and structures – The enduring
characteristics of services, service systems and
other aspects of organised public social activity
that are considered necessary to bring about
enduring or lasting impacts for target
populations. They include the characteristics and
contributions of a wide variety of individuals,
organisations and inter-organisational
relationships. Processes and structures are
different from activities that form part of the
‘inputs’ or ‘strategies’ implemented under funded
suicide prevention initiatives, in that they should
be maintained after the funded project is
completed.

Examples of processes being developed by suicide
prevention projects include protocols and procedures
for identification and referral of individuals presenting
to Emergency Departments with a suicide attempt.
Typical structures being developed include networks
of community-based service providers and improved
service configurations that facilitate referral pathways
or provide a wider range of program delivery options
for communities including prevention and early
intervention programs.

(iii) Impacts – Changes occurring in the ultimate
target populations such as increases in protective
factors and reductions in risk factors at the level
of individuals, families or communities, as well as
the experiences these target groups have of
services and programs designed to affect risk and
protective factors. Within the program logic
perspective, impacts are essential precursors of the
ultimate outcomes.

Typical impacts being pursued by suicide prevention
projects include increases in community
connectedness, increases in help-seeking behaviour
among high-risk population groups, and reductions
in the prevalence and consequences of risk factors
such as depression and harmful drug use.

(iv) Outcomes – Outcomes refer to changes in the
health and well-being of clients and populations
including specific communities.

The ultimate outcome intended for all projects funded
under the National Suicide Prevention Strategy is to
reduce rates of suicide and deliberate self-harm, and
increase levels of mental health and well-being.
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Development of the Program Logic Maps for the LIFE Framework

A separate Program Logic Map was developed for each of the 23 outcomes within the six ‘Areas for
Action’ of the LIFE Framework. These Program Logic Maps are presented in Section Two of this
Manual (mauve coloured pages 29 to 54). The indicators in these Program Logic Maps are
categorised into (i) Process and Structure Indicators and (ii) Impact Indicators.

An overarching Program Logic Map was also produced for the LIFE Framework as a whole (see
page 9). This was developed by organising the large number of indicators identified across the
23 outcome areas of the original LIFE Framework into 13 key domains: 6 Process and Structure
Domains, and 7 Impact Domains.  These key domains reflect concepts or constructs that are
reasonably well recognised in the suicide prevention literature. Further to this, the 13 key domains
were validated as accurately representing the major components of the National Suicide Prevention
Strategy as a whole, in a workshop of suicide prevention experts from across Australia.

Development of Performance Indicators

After organising the various indicators of the Areas for Action document of the LIFE Framework
into 13 key domains shown in the Overarching Program Logic Map, it was possible to reduce the
number of indicators. This task was conducted during the workshop of suicide prevention experts
from across Australia. Through a process of discussion and debate, the original 189 indicators were
reduced and revised to the satisfaction of the majority of participants.

The final sets of recommended indicators are shown in Sections Three and Four of this Manual.
The indicators relevant to the six (6) Process and Structure Domains are shown in Section Three
(orange pages 55 to 72) while the indicators for the seven (7) Impact Domains are shown in Section
Four (blue pages 73 to 88). 

Table 2: General layout of Program Logic Maps

Program Logic Map: Action area one: Outcome 1.1

Inputs/strategies Processes & structures Impacts

Mediating factors



The various indicators are also referred to throughout the Program Logic Maps for each of the
Outcome Areas shown in Section Two of this Manual. Here the Process and Structure Indicator
Domains are prefixed with ‘P’ and numbered from Domain 1 (P-1) to Domain 6 (P-6). Each of
the indicators within the particular domain is numbered consecutively (e.g., P-1.1 to P-1.7). Within
two of the domains there are a number of sub-domains which are indicated by a letter (A to H).
The Impact Indicator Domains are prefixed with ‘I’ and number from domain 1 (I-1) to domain
7 (I-7). Each indicator is numbered consecutively within each domain (e.g., I-1.1 to I-1.3).

Tables 3 and 4 below explain how the various indicators are organised and referred to throughout
the Manual.

A glossary of frequently used terms and acronyms in the area of promotion, prevention and early
intervention for mental health is provided at: <http://auseinet.flinders.edu.au/glossary/index.php> 
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Table 3: Domain structure and coding for indicators

Process and Structure Indicator Domains

Domain 1: Generation of information and knowledge 
to inform practice 7 indicators P-1.1 to P-1.7

Domain 2: Dissemination and enhanced accessibility of 
information to assist in the development of evidence-based 
programs and interventions 6 indicators P-2.1 to P-2.6

Domain 3: Sustained delivery of other strategies that build 
the capacity of service systems 5 indicators P-3.1 to P-3.5

Domain 4: Increased service system capacity to develop 
and support the sustained implementation of life promotion 
and suicide prevention programs and interventions 22 indicators

• Sub-domain A: Interagency and intersectoral collaboration 6 indicators P-4.A.1 to P-4.A.6

• Sub-domain B: Community and consumer involvement 2 indicators P-4.B.7 to P-4.B.8

• Sub-domain C: Information systems and access to information 1 indicator P-4.C.9

• Sub-domain D: Needs assessment and evaluation 2 indicators P-4.D.10 to 
P-4.D.11

• Sub-domain E: Knowledge, attitudes, confidence and skills among 6 indicators P-4.E.12 to 
service providers P-4.E.17

• Sub-domain F: Management systems and resources 1 indicator P-4.F.18

• Sub-domain G: Cultural sensitivity 4 indicators P-4.G.19 to 
P-4.G.22

Domain 5: Increased community capacity to develop, and support 
the sustained implementation of, life promotion and suicide 
prevention programs 5 indicators P-5.1 to P-5.5

continued over…
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Table 3: Domain structure and coding for indicators  continued

Domain 6: Increased actual implementation or delivery of 
evidence-based life promotion and suicide prevention programs 
and activities targeting the public 12 indicators

• Sub-domain A: General 1 indicator P-6.A.1

• Sub-domain B: Community education 2 indicators P-6.B.2 to P-4.B.3

• Sub-domain C: Life and mental health promotion 3 indicators P-6.C.4 to P-6.C.6

• Sub-domain D: Primary prevention and early intervention 2 indicators P-6.D.7 to P-6.D.8

• Sub-domain E: Crisis intervention and followup support 3 indicators P-6.E.9 to P-4.E.11

• Sub-domain F: Postvention 1 indicator P-6.F.12

Impact Indicator Domains

Domain 1: Increased levels of life and mental health 
promoting and risk reducing knowledge, attitudes and 
behaviours among community members and people at 
heightened risk 3 indicators I-1.1 to I-1.3

Domain 2: Improved social structural factors and 
social environments/settings 3 indicators I-2.1 to I-2.3

Domain 3: Enhanced social connectedness/cohesion and 
socio-emotional attitudes and experiences in the wider community 4 indicators I-3.1 to I-3.4

Domain 4: Individuals at risk experience improved services 
and support 7 indicators I-4.1 to I-4.7

Domain 5: Reductions in health and social problems that 
are proximal and distal risk factors for suicide 6 indicators I-5.1 to I-5.6

Domain 6: More appropriate portrayal of suicide, mental 
disorders and young people by the media and artistic productions 4 indicators I-6.1 to I-6.4

Domain 7: Reduced access to means of suicide 7 indicators I-7.1 to I-7.7
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Projects funded or conceived within the LIFE Framework necessarily share one or more of the broad
goals of the National Suicide Prevention Strategy. To a lesser extent, projects will also share strategies
(inputs), and aims and objectives related to the intended effects or consequences. There is a wide
variety of possible combinations of goals, aims, objectives and strategies. These particular
combinations contribute to making each project unique. Projects will vary in the extent to which
they are multidimensional or focused on particular factors. Recognising shared components as well
as differences helps us to understand how our efforts work in synergy with the efforts of others to
contribute to the whole. 

This section of the Manual helps projects identify the various components of their project that are
shared with others working within the LIFE Framework and use this information to identify
appropriate performance indicators and measures, thereby building an evaluation framework capable
of assessing the extent to which the project may have contributed to the achievements of the
National Suicide Prevention Strategy. 

There are a total of 5 steps to work through. To help illustrate the process of working through the
steps, a worked example is provided in the green boxes at the end of each step.  

The sections that you will need to refer to as you go through the five steps are printed on coloured
pages to help you to navigate the manual.

� Program Logic Maps – Section Two (mauve) 

� Process and Structure Performance Indicators: Recommendations – Section Three (orange)

� Impact Performance Indicators: Recommendations – Section Four (blue)

How to use this Manual

Example: Help-seeking project

A group of agencies has identified that young people are under-utilising mental health and
other community-based support services in their area and want to do something to encourage
young people to seek help from local services. The group believes that the services may not be
well-known or that young people, especially young men, may not be willing to seek help when
they need it, even when they do know of the services. 

Thus, the key aim of the project is to encourage young people, especially young men, to seek
help when they need it.

The project plan includes: (1) looking for existing programs that work to encourage help-
seeking; (2) consulting with young people and service providers about strategies that encourage
help-seeking; (3) sharing findings from the consultation with relevant people, services and
sectors in the community; and (4) delivering community education strategies targeting young
people to raise awareness and develop positive attitudes and help-seeking behaviours.



Step 1: Identifying the Action Area(s) that you are working in

The first step is to identify the Action Area(s) that your project or initiative fits within. You may
already have done this in planning your project and applying for funding, but because the focus of
projects can change over time it may be worthwhile to revisit this question.

The Action Areas from the LIFE Framework are very broad categories. Your project may not fit
neatly within any one or two categories. Steps 2 and 3 of this Manual involve greater descriptive
precision. The Action Areas should be viewed only as flexible starting points that are intended to
help you save time in the next Steps.  You should not spend too much time on this step. 

There are six ‘Action Areas’ listed in the Department of Health and Ageing publication, LIFE:
A framework for prevention of suicide and self-harm in Australia – Areas for action (blue volume). 

How to recognise the Action Area(s) relevant to your project

The key question is:

What is the broad focus or scope of your project?

A Manual to Guide the Development of Local Evaluation Plans 11

Example: Help-seeking project

Step 1: Identifying the Action Area(s)

The project is ultimately seeking to change the attitudes and behaviours of young people
towards help-seeking. These attitudes and behaviours could be viewed as risk/protective factors
for suicide and self-harm. Thus the project is working in Action Area 2.

The project also wants to collect information about evidence-based interventions and data about
factors that affect help-seeking among young in the local community and disseminate these
findings. In this sense the project is seeking to build the evidence base for good practice and is
therefore contributing to Action Area 6.

Action Area from the LIFE Framework �

Tick the Action Area(s) that apply best to your project

1 Promoting well-being, resilience and community capacity

2 Enhancing protective factors and reducing risk factors for suicide and self-harm

3 Services and support within the community for groups at increased risk

4 Services for individuals at high risk

5 Partnerships with Aboriginal and Torres Strait Islander peoples

6 Progressing the evidence base for suicide prevention good practice
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Step 2: Identifying the Outcome Area(s) that you are working in

Within each of the Action Areas, the LIFE Framework describes a number of Outcome Areas. These
are all listed in the table below.

Within the Action Area(s) that you have identified for your project, consider each of the Outcome
Areas and note which of these best describe the effects that you are hoping to bring about through
your project/initiative. 

The page numbers in the table refer to the Program Logic Map for each Outcome Area (see
Background pages 3 and 4 for explanation of Program Logic Maps). You might want to look
quickly at the Program Logic Maps for particular Outcome Areas in order to gather more
information about whether or not a particular Outcome Area is relevant to your project. The
Program Logic Maps are in the mauve section of this Manual (see pages 29-54).

There may be more than one Outcome Area that is relevant to your project. You should think about
all the different kinds of effects that you are hoping for. These include changes for ultimate target
groups including individuals and/or communities (impacts) as well as changes to the system or
systems that you are working within (processes and structures).  

Some of the Outcome Areas listed below may be described at a more general level than those of
your project, or may not seem to correspond perfectly with what you are doing. Select the Outcome
Areas that appear to be closest to what your project is trying to do. As you read through the list
some of the Outcome Areas may also seem a bit similar to one another. The similar sounding
Outcome Areas are likely to belong to different Action Areas, and this is what makes them unique. 

How to recognise the outcomes relevant to your project

The key question is:

What kinds of changes is your project trying to bring about for individuals, high-risk groups,
communities and service systems?

Action Area Outcome Area �

1.1 Increase community capacity and emotional 32
well-being across Australia.

1.2 Improve social structural factors that promote
well-being, community capacity, and 
mental health. 33

1.3 Increase community acceptance of and support
for marginalised groups, people with risk
factors for suicide, and those affected by suicide. 34

Tick those Outcome Areas that seem to be relevant to your project.

Manual 
page

continued over…

1. Promoting 
well-being,
resilience 
and community 
capacity
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Action Area Outcome Area � Manual 
page

2.1 Enhance factors that protect against the adverse 
social conditions associated with suicide risk. 35

2.2 Reduce the prevalence of the known risk factors 
for suicide and self-harm. 36

2.3 Increase awareness of early signs and symptoms 
of mental health problems and mental disorders. 37

2.4 Increase the acceptability of help-seeking to 
respond to mental health problems and 
other issues. 38

2.5 Identify and promote good practice in the 
portrayal, in the media and artistic productions 
(school and other drama, film, painting etc.) 
of young people, high risk groups, suicide, 
mental disorders and related issues. 39

2.6 Reduce access to identified lethal methods 
of suicide. 40

3.1 Enhance the response of services in the 
community to the full range of needs of 
groups who are at increased risk of suicide. 41

3.2 Enhance the capacity of services in the 
community to recognise, respond to and refer 
individuals showing signs of high suicide risk. 42

3.3 Increase awareness and implementation in rural 
and remote communities of models of suicide 
prevention and response suitable for such 
communities. 43

4.1 Improve emergency response and provision of 
follow-up support of incidents of attempted 
suicide and self-harm. 44

4.2 Reduce the risk of suicide and self-harm among 
people with, or at risk of, mental disorder. 45

4.3 Enhance support for people who are involved 
with, or likely to become involved with, the 
criminal justice or juvenile justice system. 46

4.4 Reduce the risk of suicide and self-harm 
associated with harmful drug and alcohol use. 47

3. Services and
support within
the community
for groups at
increased risk

4. Services for
individuals at
high risk

continued over…

2. Enhancing
protective factors
and reducing risk
factors for suicide
and self-harm
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Action Area Outcome Area �

5. Partnerships
with Aboriginal
and Torres Strait
Islander peoples

4.5 Provide prompt and effective support for people 
bereaved or directly affected by suicide. 48

5.1 Share information about and implement 
life-affirming and suicide-prevention programs 
that are community-based and ground in the 
culture of Aboriginal and Torres Strait 
Islander peoples. 49

5.2 Increase the relevance of mainstream services 
and suicide prevention programs and services
to the culture, needs and strengths of Aboriginal 
and Torres Strait Islander peoples. 50

6.1 Support strategic research and evaluation of 
programs, ongoing and longitudinal research, 
and the dissemination of knowledge gained to 
facilitate good practice. 51

6.2 Provide timely access to accurate and up-to-date 
data on suicide, self-harm, risk factors and 
good practice initiatives. 52

6.3 Increase the percentage of the health, welfare, 
education and other human services workforce 
that has undertaken training in suicide prevention. 53

6.4 Implement guidelines and protocols consistent 
with good practice identified through research, 
evaluation, consumer consultation and 
expert consensus. 54

6. Progressing
the evidence
base for suicide
prevention good
practice

continued
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Step 3: Using the Program Logic Maps to decide performance indicators
relevant to the National LIFE Framework

You may have identified several Outcome Areas and hence several Program Logic Maps that are
relevant to your work. Consider each Map in turn. Program Logic Maps are described in general
terms on pages 3 and 4.

You should look through each Map and identify which of the boxes under each column heading
best describe key aspects of your project. Not all of the boxes (or performance indicators) in each
Program Logic Map will be relevant to your project. Select only the ones that are relevant.  You
might like to use the blank Program Logic Map provided on page 18 to note down the relevant
performance indicators.  (If you photocopy the blank Program Logic Map you will be able to make
as many copies as you need.)

The key question is:

Precisely what is your project seeking to change, and exactly how does it intend to bring about
that change?

There are 3 key questions to ask when looking at each of the Program Logic Maps to develop your
own Program Logic Map.

Example: Help-seeking project

Step 2: Identifying the outcome area(s) that you are working in

Within Action Area 2, the help-seeking project corresponds well with Outcome 2.4

Within Action Area 6, the help-seeking project corresponds best with Outcome 6.2 

Note that the match on Outcome 6.2 is not perfect but the project is intending to collect and provide data that is useful, so it is
most likely that relevant indicators will be found under this Outcome in Step 3. Outcome 6.1 also seems like it might be relevant so
it would be worth looking at the Program Logic Map for Outcome 6.1 (page 51).

2.4 Increase the acceptability of help-seeking to respond to 
mental health problems and other issues. � Page 38

6.2 Provide timely access to accurate and up-to-date data on 
suicide, self-harm, risk factors and good practice initiatives. � Page 52
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Firstly, describe the Inputs/Strategies that your project entails 

What are the resources being applied and the activities being undertaken?

Each Program Logic Map includes the strategies recommended for the relevant outcome area in
the LIFE Framework ‘Areas for action’ document. You will probably find that there is at least
one input/strategy described on the Program Logic Map that is consistent with the strategies
being used by your own project.  The description may not be an exact match, but if your project
is consistent with the LIFE Framework, the strategies described in the relevant Program Logic
Map should have some degree of similarity with the kind of activities you are undertaking. 

You may also wish to consider whether some of the other inputs/strategies described in the
Program Logic Maps are also possible activities that you might need or want to undertake. 

Secondly, describe the Processes and Structures that your project seeks to change.

How will services, service systems and other aspects of organised public social activity be changed? 

The indicators shown under the heading ‘Processes and Structures’ in the Program Logic Maps
have been identified as the priority indicators that are most important for the overall evaluation
of the National Suicide Prevention Strategy at the national level. They are also relevant to local
project level evaluations. It is intended that local project evaluations will provide data consistent
with these indicators in order to contribute to the evidence base for suicide prevention. 

You should find at least one Process and Structure Indicator that reflects the kind of change/s
that you expect as a result of the work of your project.

You may find more than one relevant Process and Structure Indicator. Note them so that you
can return to select the most important ones.

Finally, describe the Impacts you hope to achieve.

What  kinds of changes would you like clients or community members to experience as a result 
of your project?

The Impact Indicators shown in each Program Logic Map are the indicators that have been
selected as being most important for the overall evaluation of the National Suicide Prevention
Strategy at the national level. Most of them are also relevant to local project level evaluations,
and it is intended that local project evaluations will provide data that is consistent with these
indicators to inform knowledge about suicide prevention.

Some of the Impact Indicators are described in general terms, or describe a particular target
group. You may have to add more details, such as a specific target group that your project
focuses on, or a specific location or setting that you are working in, to make them accurately
describe your project. 

You should find at least one Impact Indicator that reflects the kind of change/s that you expect
as a result of the work of your project.

You may find more than one relevant indicator. Note them so that you can return to select the
most important ones.



As you go through the three questions for each Program Logic Map, keep in mind the following.

There is some conceptual overlap between the various strategies, Process/Structure Indicators and
Impact Indicators in different Program Logic Maps. If you find this, you will need to select the ones
that are most relevant to your project by considering the whole Map and what it is about.  

Across all the levels of the Program Logic Maps, it is better to include all the indicators that seem
relevant at this stage, even if there seem to be a lot. The aim at this stage is to develop an accurate,
detailed description of your project. The next steps will provide some help to reduce the number of
indicators if you have too many. 

You should have some idea of how you think the different indicators you have identified relate to
each other. That is, what kinds of changes to structures and processes do you believe will be caused
by the inputs or strategies you are implementing? And what kinds of changes or impacts do you
believe will follow from the changes to structures and processes? Thinking about the way that you
expect change to happen will guide you in adding arrows to your Program Logic Map in order to
represent the expected effects of your project. 

After you have answered each of the three questions described above for each of the Outcome Areas
that you have identified as relevant to your project, you will have a Program Logic Map that
represents your individual project, but which connects it to all other projects and activities that fit
within the LIFE Framework.

You should consider whether there are any gaps in the logic that you have represented. Step 4
includes information on how to identify any additional indicators that you might think you need,
and also how to reduce the number of indicators if you think that you have too many.

A Manual to Guide the Development of Local Evaluation Plans 17
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Example: Help-seeking project

Step 3: Using the Program Logic Maps to decide performance indicators relevant to the
National LIFE Framework

When we look at the Program Logic Map for Outcome 2.4 we can see that three of the four
Inputs/strategies apply to the help-seeking project. 

When we look under the Processes and Structures column for Outcome 2.4 we can find three
boxes that are relevant to the aims of the help-seeking project.

When we look under the Impacts column for Outcome 2.4 we can find three boxes that are
relevant to the objectives of the help-seeking project.

Note: Text in italics has been added to make the indicator more accurately describe this particular project.

Review of the research into programs and current initiatives associated with help-seeking behaviour
and its acceptability. 

Consult young people (particularly young males) and youth agencies on possible strategies, with
particular attention to gender (etc).

Disseminate information about effective strategies for encouraging help-seeking to schools,
universities, workplaces, employment and training agencies and community organisations.

Increased proportion of policy jurisdictions that generate data and information relevant to 
help-seeking patterns and barriers for their local populations. P-1.7

Increased availability and accessibility of information relating to help-seeking and effective interventions.
P-2.4

Increased collaboration including joint planning, sharing of expertise, collaborative service delivery
and program implementation between mainstream services and those for high-risk populations. P-4.6

Increased level of knowledge of mental health and mental illness within the community, and especially
among young people. I-1.1

Improved knowledge of and attitudes towards help-seeking options in the community, especially in
males and others at heightened risk. I-1.2

Increased rate of help-seeking among groups with low rates of help-seeking. I-1.3
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Example: Help-seeking project

Step 3: Using the Program Logic Maps to decide performance indicators relevant to the
National LIFE Framework (continued)

When we look at the Program Logic Map for Outcome 6.2 we can see that one of the four
Inputs/strategies applies to the help-seeking project. 

When we look under the Processes and Structures columns for Outcome 6.2 we can find four
boxes that are relevant to the aims of the help-seeking project.

When we look at the Program Logic Map for Outcome 6.1 we can see that two Inputs/strategies
apply to the help-seeking project. 

When we look under the Processes and Structures columns we can find at least one box that is
relevant to the aims of the help-seeking project.

Note that there is some conceptual overlap between the various strategies, and process/structure and impact indicators identified as
potentially relevant under Outcomes 2.4, 6.1 and 6.2. Project staff need to select the ones that are most relevant to the project.  

We can now combine the indicators derived from Outcome areas 2.4, 6.1 and 6.2 to create
a Program Logic Map that is specific to the help-seeking project example (see page 23).

Increased proportion of policy jurisdictions that generate and report data and information relevant to
suicide prevention on their local populations. P-1.7

Conduct epidemiological and sociological studies of suicide and self-harm in specific groups
of interest, especially research that involves partnerships between researchers and members of
specific groups.

Collect, collate and disseminate information about good practice in suicide prevention (etc)

Service planners, managers  and users have ready access to local data about suicide, mental health, risk
and protective factors, service utilisation, referral options and prevention programs across a range of
sectors in their local area. P-4.C.9

Increase the number, regularity and range of community needs assessments aimed at identifying and
appraising the needs of local groups at higher risk of suicide. P-4.D.10

Disseminate research and evaluation findings.

Increased knowledge of risk factors for suicide, the signs and symptoms of high risk, and effective
interventions among staff in relevant services. P-4.E.12

Increased availability and accessibility of information relating to suicide prevention. P-2.4
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Step 4: Identifying the tools to use

The key question is:

How do you measure the indicators you have identified for your project?

As described earlier (pp 6-8), at the end of each indicator described in the boxes in the Program
Logic Maps you will find a number that tells you where to find the indicator in the ‘Process and
Structure Performance Indicators: Recommendations’ (orange pages) or ‘Impact Performance
Indicators: Recommendations’ (blue pages) sections of this manual. Each indicator has a reference
to recommended or known methods for measurement, or to existing data sets that might provide
useful information. 

The indicators have been grouped under the Domains that summarise the intended effects of
activities undertaken as part of the National Suicide Prevention Strategy. 

You should now have a number of indicators with recommended tools (where available) to use to
evaluate the process outcomes and impacts of your project.

As you work through the recommended Indicators, keep in mind the following.

Critical scrutiny of your Project Program Logic Map may have revealed some gaps in the logic.
If you read systematically through the Process and Structure and Impact Indicator
Recommendations tables you may find other indicators that help fill the gaps you have identified.
You may choose to adapt your Program Logic Map (or even your project) at this point. 
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Turn to the relevant tables in Sections 3 and 4 to see what methods and/or tools are
recommended to measure the performance indicator/s that you have identified as most relevant
to your project.  
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Example: Help-seeking project

Step 4: Identifying the tools to use 

For each of the process and structure indicators identified we look for recommendations in the
orange section of the Manual. 

The Process and Structure recommendations table suggests the following tools and methods for
the indicators shown.  

Process and structure indicators Recommended tools/methods

Increased availability and accessibility of information • Survey of a sample of end users involving
relating to help-seeking and effective interventions. questionnaires, interviews or focus groups.
P-2.4 

Increased proportion of policy jurisdictions that • Recommended for the national level.
generate data and information relevant to 
help-seeking patterns and barriers for their local 
populations. P-1.7

Increased collaboration including joint planning, • Network analysis.
sharing of expertise, collaborative service delivery • Interviews with key informants.
and program implementation between mainstream 
services and those for high risk populations. P-4.6

And continue for each of the identified process and structure indicators.

Note: Text in italic is interchangeable text that has been added, and can be altered to suit the particular strategies, settings or target
groups to which the indicator is being applied.

The Impact indicator recommendations table suggests the following tools and methods for the
indicators shown.

Impact indicators Recommended tools/methods

Increased level of knowledge of mental health and • The instrument used in the Canberra
mental illness within the community, and especially Longitudinal Study conducted by the Centre
among young people. I-1.1 for Mental Health Research at the Australian 

National University includes questions on 
mental health literacy. 
<http://www.anu.edu.au/cmhr/>

Improved knowledge of and attitudes towards • Perceived Needs for Care Focus Group: 
help-seeking options in the community, especially in Young People.
males and others at heightened risk. I-1.2  

Increased rate of help-seeking among groups with • Perceived Need for Care Questionnaire that
low rates of help-seeking. I-1.3 was used in the National Survey of Mental 

Health and Well-being.

And continue for each of the identified impact indicators.

Note: Text in italics is interchangeable text that has been added, and can be altered to suit the particular strategies, settings or target
groups to which the indicator is being applied
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Example: Help-seeking project

Step 4: Identifying the tools to use – adapting the Project’s Program Logic Map

In checking the selected Impact Indicators against the Process and Structure Indicators that
project staff have located from relevant Outcome Areas, they may decide that there are
insufficient process and structure changes specified to actually achieve the listed impacts. By
reading systematically through the Process and Structure Indicator Recommendations table
during Step 4, they may find other indicators that help fill the gaps they have identified.

Project staff might note that some descriptions are broader in scope than their project. For
example, the project intends to bring about the effect of increasing programs that target
protective factors, but only those that relate specifically to ‘help-seeking’. The project staff may
decide this is an important change to try to measure, so they can change the description of the
indicator to make it more accurate and include it in the Program Logic Map. (See P-6.C.4 below.)

Some additional process/structure indicators that may be relevant to this project include:

Note: Text in italics is interchangeable text that has been added, and can be altered to suit the particular strategies, settings or
target groups to which the indicator is being applied.

Increased availability (for the public) of information on mental health, mental disorders and services
from a range of sources including GPs, media, and youth and community services. P-6.B.2

Increased number of media articles or segments conveying positive mental health messages. P-6.B.3

Increased number of evidence-based universally targeted programs implemented that address
protective factors such as help-seeking attitudes and behaviours. P-6.C.4

Increased proportion of service providers across a range of sectors who participate in activities 
aimed at identifying individuals who may be at risk and engaging them in programs designed to
reduce risk. P-6.D.8

What to do if you think you have too many indicators

The Program Logic Map is meant to provide a comprehensive representation of your project. It
outlines the full scope of your activities and the intended effects. Ideally, evaluation based on a
Program Logic Approach should aim to collect data relevant to all domains or levels of effect. For
various reasons, however, it may not be possible for your evaluation to measure progress in all
relevant domains. If you think that you have too many indicators or data collection demands, you
will need to select the best or most important indicators to use in your evaluation. This decision
may be guided by considerations of the cost of data collection compared to your budget for
evaluation, and various logistical constraints. Another key issue to consider is how likely it is that
your project can actually exert a significant influence on a particular indicator. It is best to select the
indicators for which the likelihood of generating and detecting a significant change is greatest.



If you have identified a very large number of indicators it is also possible that the scope of your
project may be too broad. Consider whether you are trying to do too much, or decide which are the
most important strategies to focus on. 

You also need to remember that your project is part of a broader national effort. There may be other
projects in your local area, region or State/Territory that are helping to contribute towards
achievement of the impacts and outcomes that your project is focusing on.  If this is the case then
there may be advantages in collaborating with other projects and initiatives to collect data relevant
to shared aims and objectives. Data from the evaluation of unique and shared components of a
cluster of initiatives could be brought together and interpreted in the context of knowing that there
are numerous synergistic strategies in place. Furthermore, it may be appropriate for projects with
shared aims and objectives to pool resources in the collection of relevant data. This approach may
yield considerable cost efficiencies in evaluation.

If there are no recommended tools in Sections 3 or 4 for the indicators that you have identified, or
you need to find tools that are approprirate for a specific target group or setting, you can use the
description of the indicator domain to search for suitable instruments or methods. 

Step 5: Finalising a comprehensive evaluation plan

You should now have a number of agreed indicators with recommended tools (where available) to
use to evaluate the process/structure effects and impacts of your project. These indicators are
consistent with the framework being used for the overall evaluation of the National Suicide
Prevention Strategy at the national level. The data that you provide by using these indicators and
the recommended tools will add to the evidence base about suicide prevention in Australia. 

The basic principle that has been used in determining recommendations for tools to use at the local
project level is to encourage the use of existing databases, questionnaires, surveys and/or methods.
In some instances the questions that are relevant to a particular indicator may represent one section
or component of a much larger survey.  By using these questions in local project level evaluations, it
is possible to consider the relationship between data gathered from smaller samples against the data
gathered from populations or larger similar samples. 

For this reason, it is very important that survey questions are used exactly as they are written in the
survey of origin. That is, projects using such questions should not reword any items. Even small
changes can make comparisons between data invalid, making it much more difficult to use data
generated by projects to build a comprehensive evidence base about suicide prevention in Australia.

You need to determine the best time to gather the data. In general, for most indicators, you will
probably want to gather data before, or in the early stages of undertaking the major activities of
your project, as well as  after you have finished your activities.
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Other evaluation tasks

There are additional aspects of your project that you will need to document that are not covered in
detail in this book and by this process. These elements include:

( I ) PROJECT IMPLEMENTATION

It is important to provide a detailed description of the way in which the project was developed and
implemented. Readers need to know what was done, when or in what sequence, by whom, and
how. This constitutes critical information for interpreting the data collected on performance
indicators and for readers interested in replicating or improving on your intervention.

Some important details include:

• the nature of the organisations involved in the project;

• the project management structure;

• the professional backgrounds of project staff;

• the range of stakeholders consulted to inform the design of the project;

• the findings from such consultations;

• the steps taken to secure collaboration from key participants outside of the immediate project
group; and 

• progress against any other deliverables described in the funding agreement for your project.

( II ) REACH AND IMMEDIATE EFFECTS

It is also important to provide information about the reach of the project activities in terms of how
many people or organisations were touched by, or participated in interventions. Those ‘reached’ by
the project may manifest immediate effects. These immediate effects are different from ‘processes
and structures’. They are temporary or transitional changes that may or may not lead to more
sustained changes in processes and structures. An example of reach is the number of staff members
who participate in a training program. An example of an immediate effect is the initial reaction of
those staff to the training program; whether they enjoyed the training and whether they believe that
it was useful for them. 

In considering immediate effects it is particularly critical to record any unintended effects that could
possibly lead to negative effects for target groups.

Information about immediate effects may lead to refinement or redesign of activities. Information
about unintended negative effects is also essential to assist other projects that may be similar to your
own. Do not feel that it is a sign of failure of your project to document negative effects. Such
information is critical for learning.  
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Example: Help-seeking project

Step 5: Finalising a comprehensive evaluation plan

Other evaluation tasks will include:

• Description of the findings of the review of research into programs and current initiatives
focused on help-seeking behaviour and its acceptability, including a note of gaps in
information.

• Description of the methods and findings of the consultation with young people (particularly
young males) and youth agencies on possible strategies, including record of gaps in current
efforts.

• Description of any information package or other product/s developed.

• Description of how information about recommended strategies for encouraging help-seeking
was disseminated such as the range of settings (e.g., schools, universities, workplaces,
employment and training agencies and community organisations) and number of each such
settings; as well as details about how each was engaged.
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2SECTION TWO

Program Logic Maps 

for Outcome Areas 
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This section presents the 23 Program Logic Maps that have been devised to represent the
23 Outcome Areas within the six ‘Areas for action’ of the LIFE Framework. 

Indicators are organised into two broad categories: 

(i) Process and Structure Indicators; and 

(ii) Impact Indicators. 

The indicators are represented in a logical sequence – with effects that could be expected to occur
relatively early in time (Process and Structure Indicators) through to effects that could be expected
in the longer term (Impact Indicators). For further description of these stages of hypothesised
change, see page 6.

The overarching program logic map (page 9) represents a summary of the Process and Structure
Domains (6 domains) and the Impact Domains (7 domains).

Program Logic Maps for Outcome Areas 
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