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Purpose

• To discuss theory-based evaluation (TBE) of 

PPP projects/programs 

• To draw attention to the need to go beyond 

the question of whether or not the 

project/program worked but also the how and 

why questions. 

• To make an exercise of developing an 

intervention logical framework using TBE 

principles

• To expand the toolbox of the evaluator
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Theory-Based Evaluations

The Seminal Works

• Chen (1990): “Theory-driven evaluations”.

• Weiss (1995): “Nothing as practical as good 

theory: Exploring theory-based evaluation for 

comprehensive community initiatives for 

children and families”.
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Alternative Labels Since Then...

• “theory-driven, theory-oriented, theory-

anchored, theory-of-change, intervention 

theory, outcomes hierarchies, program theory 

and program logic” (Rogers, 2007)
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Chen (1990)

• Theory, which played an important role in 
research, had been thus far neglected in 
program evaluation.

• Most of the evaluation studies lacked a 
sound theory development

• Such evaluations focused mainly on the 
overall input-output relations of a program, 
neglecting the “transformational processes in 
the middle”.
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Chen (1990)

In this way,

• A gross assessment of whether or not the 

program worked can be made.

• But, the underlying causal mechanisms 

cannot be fully understood.
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Chen (1990)

• Therefore, classical evaluation approaches 

do not focus on the how and why questions.

• The how and why questions enlighten the 

cause-effect relations in the micro stages of a 

program.

• For better program evaluation, program 

theory should be incorporated into evaluation 

processes.
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Chen (1990)

• Theory-driven perspective as an expansion 

of the contributions made by the traditional 

approaches.

• Theory-driven evaluation concept uses 

program theory to configure the underlying 

explicit and implicit assumptions of a 

program.
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Weiss (1995)

• Supports the idea of basing evaluation on 

explicit or implicit theories about how and 

why a program will (or will not) work. 

• Surfacing those theories and laying them out 

in as fine detail as possible is then what the 

evaluation should focus.
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Weiss (1995)

• The evaluator, then, assesses,

– the extent to which the explicit or implicit 

theories hold, 

– where they hold or break down, and 

– whether empirical evidence is supportive 

or not. 
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Weiss (1995)

• In this way, the program is broken down into 

a series of micro-steps.

• The micro-steps collectively serve to the 

achievement of program goals. 
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Weiss (1995)

• Examining the theory in as fine detail as 

possible and looking at the extent to which 

they hold, the evaluator will be able to see 

the linkages;

– that properly work and

– those that are problematic.
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Limitations of TBEs

• Theorizing

• Measurement

• Testing Theories

• Interpretation
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Public-Private Partnerships 

(PPPs)

• An alternative way of infrastructure service 

provision, making use of private finance, 

expertise and efficiency and combining public 

and private sector strengths.

• The philosophy underlying PPPs is quite

appealing.
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Public-Private Partnerships 

(PPPs)

• The relative complexity of processes and 

widely differing objectives and capabilities on 

public and private sides make the method a 

challenging endeavor. 

• Not a few of PPP arrangements in 

developing countries have yielded sub-

optimal results

• Even the developed world has experienced 

unsatisfactory PPP arrangements
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Public-Private Partnerships 

(PPPs)

• Unsatisfactory PPPs sometimes cast doubt 

on the rationale of using this method in 

infrastructure 

• Failures highlight the importance of their 

careful evaluation, ex-ante and ex-post. 
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Synthesis
The Intervention Log-Frame

• We construct a “PPP theory” that will 

constitute the basis for an intervention logical 

framework on evaluation of PPPs

• Among others, the two most important 

elements of the “PPP Theory” are:

– The project finance theory and 

– The theory of public investment in relation 

to PPPs
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The Theory of Project Finance

• The theoretical underpinnings of PPPs are

strongly connected to the project finance 

concept. 

• Project finance is basically characterized by 

the presence of a non-recourse (or limited 

recourse) debt financing which is to be 

serviced solely by the cash flows of the 

project itself.
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The Theory of Project Finance

• The project is represented by a special 

purpose entity (project company) established 

along with the start of the project, in turn 

isolating the parent company from the project 

risks. 

• Projects are generally highly leveraged
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The Theory of Project Finance

Project financing offers solutions to,

• The underinvestment problem of Myers 

(1977)

• The asymmetric information problem

• The agency costs of Jensen and Meckling 

(1976)
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The Theory of Public Investment in 

Relation to PPPs

• PPPs are generally used in public 

infrastructure projects

• While the private partner is interested in 

incremental financial returns, the public 

side is interested in incremental economic 

returns (including social and 

environmental).
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The Theory of Public Investment in 

Relation to PPPs

• Financial returns are measured by market 

prices

– The intersection between marginal private 

cost and marginal private benefit curves

• Economic returns are measured by 

economic prices (shadow prices) 

– The intersection between marginal social cost 

and marginal social benefit curves
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The Theory of Public Investment in Relation to PPPs
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Synthesis
The Normative Intervention Logical 

Framework

• The framework includes inputs, activities, 
outputs, outcomes and impacts as the 
hierarchical steps that in combination bring
the ultimate results of a PPP project or a 
program.

• The theory of project finance and the theory
of public investment in relation to PPPs help 
define each of these steps and causal 
connections among them. 
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The DAC Criteria

To accommodate the DAC criteria, some 

example questions are provided under 

each criterion. 

– Relevance 

– Efficiency

– Effectivenss

– Impact 

– Sustainability
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The Normative Intervention Logical Framework
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The Normative Intervention Logical Framework (Cont’d)
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Assumptions and Benchmark 

Definitions

• Assumptions:

– E.g, The counterfactual is direct public 

administration subcontracting

• Benchmark definitions of achievements to 

minimize measurement errors to the extent 

possible



In search of a common framework 

for assessing impacts

Mission Input Activities Output Outcome Impact

Public

+ Private

NGOs

Efficiency 

(project efficiency; operational)

Efficiency 

(project performance; tactical)

Effectiveness

(Issue related performance; strategic +)

Effectiveness

(mission related performance; strategic)

Internal External

Social issue 

addressed

Problem driven, 

partnership more 

‘‘strategic’’  and 

long term

Partnership is more 

solution/opportuni

ty driven, more 

temporary and 

tactical

Structure within which partners 

work towards the partnership 

objectives, which depends: 

1) n. & nature of participants, 2)  

adopted roles, 3)  arrangement & 

degree of internal dependencies 

chosen, which in turn is influenced 

by, 4)  position of participants as 

primary or secondary stakeholders 

in the project and the degree to 

which the partnership is 

‘‘institutionalised’’ in participating 

institutions

Besides fulfillment of individual 

objectives & to what extent:

+

What are the ‘‘benefits’’ for each 

of the partnership participants 

(e.g. profits, legitimacy, exposure)

+ 

Extent to which the partnership 

brought about goal-alignment and 

as a consequence scale-up or 

termination of the project*

Roles 

taken by 

partners



In search of a common framework 

for assessing impacts

Mission Input Activities Output Outcome Impact

Public

+ Private

NGOs

Efficiency 

(project efficiency; operational)

Efficiency 

(project performance; tactical)

Effectiveness

(mission related performance; strategic)

Effectiveness

(Issue related performance; strategic +)

Internal External

Social issue 

addressed

It is the added value and the impact of the partnership compared to 

individual activities of the different partners; translated to the extent that 

the goals of all organizations are achieved; measured at the level of the 

partners, the  stakeholders and the system.

- Does the partnership provide additional ways of achieving the societal 

ambitions that would not have been possible otherwise? Were objectives 

feasible through that partnership?

- Were other objectives possible?

- Were more resources allocated than otherwise possible?

- Did the partnership project trigger other activities that proved relevant for 

obtaining societal goals?

- Is an alternative partnering (or non-partnering) approach possible that 

would have brought about comparable results?

- To what extent is this experience reproducible?

- What would have happened in case the partnership project was not 

implemented?

- Period of engagement of each individual partner sufficient for sustainability 

of results?

The complexity of the exercise 

in measuring impact will 

increase with the complexity of 

issues and partnership 

configurations.

An impact order of the 

partnership can be put forward 

as a sort of frame, which also 

allows for the congregation of 

different theories and methods 

in the area of partnership 

research.

Roles 

taken by 

partners



Impact loops Benchmark of success Results chain Nature of influence Possible control group

1st

Individual

(of a given 

partner)

A benchmark of success is project 

operational efficiency attributable 

to changed inputs and activities 

Changed input and activities (e.g. 

new ways of doing things, greater 

employee engagement and 

changed mindsets)

Mindsets and employee engagement
Other employees/stakeholders that are not 

involved as a control group or benchmark

2nd
Organisation/

partner

Project performance: tactical

(effects of internal value added 

between inputs and outputs, 

capturing in addition to the 

operational level effects (1st) the 

tactical level of project 

performance effects and the 

interaction between them)

Changed output (and possibly 

outcomes)

Tactical efficiency creates greater 

project performance by enhanced 

legitimacy of the project, inside and 

outside the organization, through 

institutionalization, realistic contracts 

and the creation and implementation of 

a number of successful partnership 

management tools to stimulate learning

Comparison between successful and less 

successful partnerships initiated by the 

same organization

3rd Partnership Mission-related performance

Changed outcome (by capturing 

the VA in the context and time of 

the partnership  according to its 

mission from inputs to outcomes, 

including the interaction effects 

across the stages)

Synergistic and shared value creation 

from the participants based on mission 

related performance (for 2 or more 

organisations)

Standard setting

Control groups can be found by comparable 

partnerships (e.g. within the same 

government subsidy program), by the same 

partnership over time or by organisations 

with the same mission

4th Society/issue

Issue-related performance 

(overall VA captured by the 

partnership)

Ex: level of innovation achieved 

by the partnership

Changed systemic impact (long 

term)

It includes all the stages from 

input to impact and the full extent 

o the partnerships contribution to 

the (social) issue. These are the 

most complex to assess, because 

of a larger number of levels of 

analysis, but also due to the size 

of interaction effects in systemic 

and societal change

Filling institutional gaps

Creation of new governance structures

Contribution to a social good

Searched under a comparable context 

either in the same combination of 

country/sector/supply chain in which 

directly and indirectly involved stakeholders 

are affected by the partnership

Alternatively, taking a longitudinal 

perspective and compare “before and 

after” issues of partnerships (ex degree tow 

which the partnership prevented a societal 

issue from proliferating)

Impact assessment



2nd level impact in the Logical 

framework

Mission Input Activities Output Outcome Impact

Public

+ Private

NGOs

Efficiency 

(project efficiency; operational)

Efficiency 

(project performance; tactical)

Effectiveness

(Issue related performance; strategic +)

Effectiveness

(mission related performance; strategic)

Internal External

Social issue 

addressed

Problem driven, 

partnership more 

‘‘strategic’’  and 

long term

Partnership is more 

solution/opportuni

ty driven, more 

temporary and 

tactical

Structure within which partners 

work towards the partnership 

objectives, which depends: 

1) n. & nature of participants, 2)  

adopted roles, 3)  arrangement & 

degree of internal dependencies 

chosen, which in turn is influenced 

by, 4)  position of participants as 

primary or secondary stakeholders 

in the project and the degree to 

which the partnership is 

‘‘institutionalised’’ in participating 

institutions

Besides fulfillment of individual 

objectives & to what extent:

+

What are the ‘‘benefits’’ for each 

of the partnership participants 

(e.g. profits, legitimacy, exposure)

+ 

Extent to which the partnership 

brought about goal-alignment and 

as a consequence scale-up or 

termination of the project*

Roles 

taken by 

partners



Impact loops Benchmark of success Results chain Nature of influence Possible control group

1st

Individual

(of a given 

partner)

A benchmark of success is project 

operational efficiency attributable 

to changed inputs and activities 

Changed input and activities (e.g. 

new ways of doing things, greater 

employee engagement and 

changed mindsets)

Mindsets and employee engagement
Other employees/stakeholders that are not 

involved as a control group or benchmark

2nd
Organisation/

partner

Project performance: tactical

(effects of internal value added 

between inputs and outputs, 

capturing in addition to the 

operational level effects (1st) the 

tactical level of project 

performance effects and the 

interaction between them)

Changed output (and possibly 

outcomes)

Tactical efficiency creates greater 

project performance by enhanced 

legitimacy of the project, inside and 

outside the organization, through 

institutionalization, realistic contracts 

and the creation and implementation of 

a number of successful partnership 

management tools to stimulate learning

Comparison between successful and less 

successful partnerships initiated by the 

same organization

3rd Partnership Mission-related performance

Changed outcome (by capturing 

the VA in the context and time of 

the partnership  according to its 

mission from inputs to outcomes, 

including the interaction effects 

across the stages)

Synergistic and shared value creation 

from the participants based on mission 

related performance (for 2 or more 

organisations)

Standard setting

Control groups can be found by comparable 

partnerships (e.g. within the same 

government subsidy program), by the same 

partnership over time or by organisations 

with the same mission

4th Society/issue

Issue-related performance 

(overall VA captured by the 

partnership)

Ex: level of innovation achieved 

by the partnership

Changed systemic impact (long 

term)

It includes all the stages from 

input to impact and the full extent 

o the partnerships contribution to 

the (social) issue. These are the 

most complex to assess, because 

of a larger number of levels of 

analysis, but also due to the size 

of interaction effects in systemic 

and societal change

Filling institutional gaps

Creation of new governance structures

Contribution to a social good

Searched under a comparable context 

either in the same combination of 

country/sector/supply chain in which 

directly and indirectly involved stakeholders 

are affected by the partnership

Alternatively, taking a longitudinal 

perspective and compare “before and 

after” issues of partnerships (ex degree tow 

which the partnership prevented a societal 

issue from proliferating)

Impact assessment: detail



Impact loops Nature of influence Possible control group

1st

Individual

(of a given 

partner)

Mindsets and employee engagement
Other employees/stakeholders that are not involved 

as a control group or benchmark

2nd
Organisation/

partner

Tactical efficiency creates greater project performance by 

enhanced legitimacy of the project, inside and outside the 

organization, through institutionalization, realistic contracts and 

the creation and implementation of a number of successful 

partnership management tools to stimulate learning

Comparison between successful and less successful 

partnerships initiated by the same organization

3rd Partnership

Synergistic and shared value creation from the participants based 

on mission related performance (for 2 or more organisations)

Standard setting

Control groups can be found by comparable 

partnerships (e.g. within the same government subsidy 

program), by the same partnership over time or by 

organisations with the same mission

4th Society/issue

Filling institutional gaps

Creation of new governance structures

Contribution to a social good

Searched under a comparable context either in the 

same combination of country/sector/supply chain in 

which directly and indirectly involved stakeholders are 

affected by the partnership

Alternatively, taking a longitudinal perspective and 

compare “before and after” issues of partnerships (ex 

degree tow which the partnership prevented a 

societal issue from proliferating)

Impact assessment: detail



Source: R. van Tulder et al.

Related useful studies
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Limitations and Further 

Research

• “All models are wrong, but some are 

useful” (George E.P. Box)

• The issue of complexity 

• The issue of linearity



Final remarks

• These discussions illustrate the challenges that lie

ahead in merging the areas of partnership research and

impact assessment.

• Researchers have tried to complement each other,

rather than enter into a productive conversation as to

issues of theoretical or methodological disagreement.

Words, concepts, and definitions are often embraced

with limited reference to each other.

• This is a typical sign of a field in a build-up phase.

Research in this area is clearly open to improvements.

• However, TBE is a promising approach that could fit into

the complexities of PPP projects/programs.

• It is a good candidate to expand the available toolbox of

evaluators.
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• Most studies do not empirically cover the ultimate impacts of

the partnership. In general, they take a learning perspective,

through employee engagement, issue sense-making or

education (1st level of impacts).

• In this rich field, rapidly growing in sophistication, there is a

need for partnership research to pay greater attention to the

monitoring, reporting, and evaluation of outcomes and

impacts. This is necessary to inform and support the

legitimacy and credibility of partnerships as an effective and

efficient approach to solving complex social and

environmental issues.

• The “PPP Theory” and the framework can help see the big

picture and establish these cause-effect channels.

• Moreover, the “PPP Theory” and the normative intervention

logical framework can be adopted for other PPP sectors.

Final remarks
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Thank you.

mehmetuzunkaya76@gmail.com

elsa.sarmento@gmail.com
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