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Introduction

This document presents a framework to support documentary filmmakers to monitor, measure and evaluate their
films and impact campaigns.

Given the incredible diversity of documentaries and impact strategies, this framework outlines a range of cateqgories,
concepts and options that can be applied flexibly by filmmakers to suit their unique projects and aims. This is
regardless of what stage of a project is in, the type of documentary format, the release strategy or outreach
campaign.

This framework includes an outline of:
« The main resources and activities undertaken across film project phases
- High level categories capturing the main products and outcomes being achieved by films and their impact
campaigns
« Examples of some ways to track progress towards and achievement of
outcomes, and the types of information that can be used.

It is important to note that while documentaries themselves can create awareness and inspire, it takes a strategic
impact campaign supported by a coalition of partners to achieve positive outcomes at the organisational, community
and systemic levels.

This framework supports filmmakers to develop their own tailored theory of change, and identify the direct
outcomes expected as a result of their work, as well as the changes they hope to contribute to in partnership with
others.
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FILM MONITORING AND EVALUATION CHECKLIST

These broad steps provide a quick outline of the main steps involved in monitoring and evaluating the effectiveness and impact of your film and impact campaign.
For more information about setting up an evaluation for your film project, please complete the evaluation modules on the Documentary Australia filmmaker hub.

e What is the problem you are trying to address? What is this important?
.UnderStand the e What is the need for your project?
ISSue e (This research will become a part of your baseline data for your project]

ldentify your « What do they value?

e What would they consider credible evidence?
Sta keholders * How can you work with them to collect data and report on the project?

Deve|0p a e What are you trying to achieve? What outcomes are you working towards?
. e How are you going to get there? What is your strategy and what actitivities will you deliver?
program logic

e What resources will you need to deliver on your strategy?

e How will you measure your activities and outcomes and track your progress over time? (refer to our evaluation
SeleCt your framework for some ideas)
i 1 e What are the key indicators that will ensure you can tell your story?
Ind |Cat0r5 e How will you show that your work has contributed to change?

ChOOSG your * When will you collect data? (After screenings, before, after and over time following initiatives etc.]

evaluation approach e Will you collect quantitative or qualitative data or a mix of both?

e Will you use surveys, interviews, focus groups, case studies, observation or archival /

SeleCt Your data administrative data or a mix?
collection methods e Who will need to collect the data and information?

e Are you trying to generalise your findings? If so, how will you make sure your sample is representative of the broader

ldentify your oUp?

Sample * How will you aim to avoid a biased sample?
» How will you invite and incentivise people to participate?

Collect and collate e Systematically collect and collate the data and information over the course of your project

our data e Where relevant, refer to the information to reflect on whether you are on
Y track, and if you need to change the course to maximise outcomes

* Analyse the information to tell the story of your project
A Nna Iyse d nd e Draw conclusions about the effectiveness and value of your project

* Report on the findings and disseminate through a variety of channels
report e Try to share lessons learnt as well as achievements. .": Docu M E NTARY
“e® AUSTRALIA
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Key terms

Inputs
The resources required for your film and impact campaign.

Activities
What you do as a part of your project - your processes and actions.

Outputs
The direct products or processes resulting from your activities.

Outcomes
The changes or effects that occur as a result of your work, including changes in attitude,
awareness, behaviour or conditions.

Issue area
The issue, topic or problem that your film is addressing.

Impacts
The long term outcomes, effects of consequences of one or many projects.

Indicator

Measurable markers that help you track your progress towards a goal, output or outcome.
Indicators can be quantitative (quantified by numbers) or qualitative (indicative of status,
quality, experience or perspective). Indicators should be SMART (Specific, Measurable,
Attainable, Realistic, Timely). They should also allow you to track change over time.
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A program logic is a diagram that captures why your film and impact campaign should
succeed. ldeally you will have created a program logic as a part of your impact
campaign, but if not you should develop one to inform the measurement and
evaluation of your project.

Measuring your work

Before you can monitor and measure your outcomes, you need to be clear on both your
Impact goals and and your impact strategies or how you will achieve those goals.

Like a roadmap, your program logic should depict how your project expects to get from
your activities to short, medium and long term outcomes. Specifically, it should outline:
e The long term outcomes you are hoping to achieve

| weldboud

STEP ONE What are your impact goals? * The short and medium term changes that are expected to lead to the long term
«What are you hoping to achieve? o outcome
\Q e The activities and outputs of your project that are expected to make these changes
happen.
STEPTWO sHow will you achieve your goals? —
=What activities do yvou plan? n
STEP THREE «Ta what extent have vou acheeved your goals?

#Ta what extent have you made a difference? ACTIVITIES/ SHORT TERM MEDIUM TERM
INPUTS = processes — OUTPUTS — gurcomes — outcoMes ’-

>

>

Your work The result

Once you are clear on your goals and strategies, this Framework can help you identify the
outcomes you are hoping to achieve and potential ways in which you can track and measure

_ You need to draw the logical links between your activities and the expected changed in a
progress towards and achievement of these outcomes.

plausible "if - then” relationship. You will need to consider:

Measuring your project includes two components:
e Selecting your indicators to help you track your progress and success
e |dentifying the types of information and the ways in which to collect that information that
will allow you to report against your indicators.

* Who are you seeking to influence or benefit (target population)?

* What benefits are you seeking to achieve (outcomes)?

e When will you achieve them (time period)?

» How will you and others make this happen (activities, strategies, resources, etc.)?
e Where and under what circumstances will you do your work (context)?

When making these decisions, you may want to consider the following: « Why do you believe your theory will bear out (assumptions)?

e What will be the best indicators to show that your project is achieving its goals?

e Who are you seeking to benefit?

e What will be convincing for your key stakeholders e.g. funders, partners, decision
makers?

e What is feasible and manageable? What information can you collect within the limits of
your resources?

For further information on developing a program logic, refer to our FIlmmaker hub
Modules on evaluation
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Your project

Your project consists of two things: your resources (inputs) and the things that you do (activities).
It is likely that you already keep track of these elements as a part of project management. This is also
imortant for tracking and evaluating your project, so that you can link your work with your outputs and

outcomes.

Your resources:

The film

Your film synopsis, topic
and type

Film team

Biographies, experience and
expertise

Budget
Film budget, social

impact budget.

Supporters
Funders, partners and
allies.

Production schedule
Project

management

Release strategy
Stakeholders, audience pathways,
promotion and marketing.

Impact Strategy
Expected beneficiaries Target audience
Impact goals Impact dynamics

Assets

Trailer, Screening Discussion Guide,
Press Kit, etc.

Resources

Educational toolkit, research, training
modules etc.

What you do:

Fundraising

Screen agencies, government, philanthropy,
corporate, donations, crowdfunding, fundraising
events, other

Partnerships
Industry, corporations, advocacy organisations,

community organisations, educational bodies,
media.

Production
Stage: Development, pre-production, production,

post- production Journey, milestones, lessons
learnt.

Release

Festival nominations and acceptance Broadcast,
Distribution, Theatrical release Screenings,
Events Other.

Outreach
Guided by your impact campaign, including your

Impact goals, target audiences, audience
pathways, partnerships and theory of change

Marketing & promotion
Social media, Website, Publicity,
Newsletter, other.

Programs & initiatives
Workshops, training, education Community
engagement Other.

sihdinQ

Traditional measures of film quality include:

Supporters

Funders
e Number of funders, donors and sponsors .
secured Funder types - screen agencies, o

philanthropic, corporate, crowdfunding, etc.

e Donation amounts .
e QOverall funds raised

Quality

e Film reception

e Critical acclaim

e Awards and nominations

* Reviews and ratings

e Festival acceptance

e Theatrical release or broadcast.

Sharing your supporters including funders, partners, sponsors, ambassadors or allies, will be
a key part of describing your project and its resources. You may also want to report on the
supporters you secure as a measure of success for your fundraising and partnership activities.

Partnerships

Number of partners, allies, ambassadors
Organisation and individual characteristics,
including industries and roles

How partners are contributing to the film and
the campaign

Number of screenings hosted.

Other questions about quality include:

Is the story compelling?

Is the film credible?

Does the film elevate voices, experiences or
diversity?

Does the film capture nature, history or
culture?

What was the participant experience?

What do your partners and funders think?

~*. DOCUMENTARY
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Reach

REACH refers to who was touched in some way by your film, impact
campaign, assets, and other resources and actions. The reach you
achieve results from your release and promotional strategy as well as
your outreach campaign. As outlined below, you can capture and report
on the reach of several elements of your project, including the
documentary, impact campaign, assets, resources and other actions.

Documentary
Online, cinemas, broadcast, festivals, screenings

Impact campaign
Community screenings, cinemas,
organisations, hosts

Website

Newsletter

Social media

Tailer, teaser or short film clips

Youtube

Schools, teachers and students

Resources and actions
e.qg. petitions

Reach often involves reporting on the
number of people reached, however it also
important to report on the types of people

reached. That is, reaching the RIGHT people

can be just as important or more important

than reachin the
MOST people.

Data & tracking:

Capture who, where and how many

No. of viewers, audiences or
attendees

No. of downloads, purchases,
signatures, subscriptions

Distribution, coverage, exposure,
volume

No. of online views, unique views,
followers, impressions

No. and type of online comments,
mentions, hash tag uses

Information from partner and
host surveys and interviews.

Response

So you have reached audiences with your film, but what was the response? This important part of your
story can be captured in numerous ways. However, the key is to avoid 'cherry picking' individual comments
or quotes. You can tell aricher story by looking across comments and feedback to identify themes, using

individual quotes or comments to illustrate your findings.

Did audiences connect with the documentary?
Did they identify with the characters, immerse
themselves in the story or get transported to
another place?

Did the documentary affect audiences
emotionally?

Were audiences challenged, moved, stimulated
or enriched?

Was the documentary engaging?
Were audiences motivated or inspired? Were
they likely to act? Do they want to stay in touch?

What was the audience sentiment about the
documentary?
Were they satisfied or interested, did they like it?

What publicity did the film receive?
What was the commentary and media
perspective? Did it kickstart a public
conversation?

Did the film receive notable endorsements?
From celebrities, politicians, influencers or public
figures?

Data and tracking:

Audience surveys and
interviews

Host and partner surveys and
interviews

Social media responses -
engagement, comments,
sentiment, click thrus

Subscriptions

Media - press coverage and
commentary

Public statements, social media
comments and testimonials
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Use

As aresult of the partnerships you build, your documentary film
may be used as a tool or resource for a range of purposes. Where
possible you should capture both activities and outputs to best tell
the story of how your film has been used, as well as the outcomes
achieved.

Documentaries can be used by or for:

Organisations
For internal meetings, training or workshops or external
activities such as events.

Campaigns
Such as grassroots advocacy, information
or branding campaigns.

Fundraising
As one-off or ongoing community or organisational

activities or campaigns.

Educational

Including the development and use of educational
resources and kits for schools, TAFE or universitie and
their implementation.

Other

There are endless, creative means and ways for
films to be used - these just capture some of them!

NOTE: the key is to capture how the film is used but also what
role it plays - that is, the value it adds to the activity and later
outcomes.

Exa

No
No
No
No
No
No
Sf
Ac

mple Outputs

. & type of organisations

. & type of campaigns

. & type of screenings

. of training sessions, workshops
. of events, presentations

. attendees and audiences

unds raised, no. of donations
cess or uptake e.g. no. views, no.

downloads No. of institutions, teachers
and students Locations

Ed
No

gu

ucational aims
. assets and resources e.g. educationa
ides

No. subjects, lessons, learning objectives

Example sources & methods

Partner [ organisational data
Host and partner surveys or
interviews Attendee surveys or
interviews Educational surveys
Online analytics

S

S

t

ocial media analytics and responses

engagement, comments,
entiment, click thrus

Media — press coverage, press
release Documentation e.g. training
guides Partner data

Public statements, endorsements,

estimonials

Captuing the need for the use of the film, and the motivations of the
stakeholders who choose to use the film form a critical part of this story.

If you can demonstrate why the film was needed and what problem it
helped stakeholders overcome, you can better demonstrate its value.
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Individual outcomes

Individual outcomes are the changes you are aiming
to achieve at the individual level. This might include
changes in awareness, empathy, knowledge and
understanding or individual actions as a result of
seeing your film.

Empowerment
Heard, represented, resilient, capable,
hopeful, inspired

Increased awareness & knowledge
On anissue or topic, need or
solution

Improved empathy & attitude
Including compassion and changes
beliefs

Increased connection
With a situation, with others and the
community

Individual action

- Discussing and sharing

- Seeking further information

- Providing support (donate, volunteer)

- Advocating (sign petitions, lobby, contact
decision makers)

- Changing behaviour (purchases, practices,
approaches)

Example indicators

No/ % who are empowered, or individuals
report feeling empowered

No/ % with improved awareness, empathy,
attitude, knowledge, understanding

No/ % who will share or discuss the film or
issue

No/ % of individuals who are motivated to
act following the film

No. of screening requests

No. of screenings hosted

No. who volunteer

No/ S of donations

No. of petitions signed or Iletters
downloaded / sent

Changes in purchasing preferences
Implementation of new practice
approaches

Example sources & methods

Audience surveys and interviews
Partner and host surveys and interviews
Ethnography (observation)

Case studies

Engagement data (Conversions,
signatures,

letters, downloads, conversions)

Pre and post data (No. of volunteers,
donations, conversations)

Social media

Engagement, click thrus, subscriptions
Media, website & online analytics
External data sources e.g. sales data,
national survey data.

If you can, it is best to measure intention to act, for example directly after a screening of
the film, alongside evidence that action has occurred. Evidence of action is stronger when
it is captured through 'observable' data, however this can also be assessed by asking
people to self-report on their actions or inviting stakeholders to share their perspectives
on actions taken as a result of the project.

gt

Evidence of intention

Evidence of action

* MNo. of screening requests, no. of
screenings hosted, no. [ § of
donations mad, No of new
volunteers, etc

+ No. of petitions signed, lobbying
activities including film audiences,
number of decision makers
contacted, number of letters

* No / % of individuals who are
motivated to get involved

* No. / % of individuals who
intend to advocate

~*- DOCUMENTARY
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Organisational outcomes

Organisational outcomes include the changes you are aiming to
achieve at the organisational level - for both your impact partner

organisations, and organisations you are focussing on as a part Example indicators

sawo2lnQ

of your impact campaign.

Organisational goals progressed
Including strategic, campaign or program goals

New or improved initiatives or outputs
Such as new programs, products, services,
campaigns, policies or approaches

Fundraising
For the organisation, or undertaken by the
organisation using the film

Increased resources or capacity
Including new volunteers, partnerships, or assets

Staff outcomes
Such as increased motivation, increased knowledge
or skill, or changed attitudes or approaches

Improved profile
Increased visibility and improved reputation

Increased engagement
With the organisation including increased sales, access
or use

~*- DOCUMENTARY
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Orgs have progressed or met goals
New programs or interventions
New products or outputs

New or improved policies or procedures

New or improved practice approaches
$ amount of funds raised, number of

donations Increase in volunteers and/or

ambassadors New or improved
partnerships

New assets e.q. guides, toolkits, social
media platforms etc

Increased enquiries or access to
organisation and services

Increased sales

Use or increased use of services

No/ % of staff who report outcomes

Example sources & methods

* Organisational KPIs and targets met
Organisational data and
documentation e.g. donation, volunteer
or sales increases, cost savings,
subscribers, staff satisfaction Surveys
and interviews with key stakeholders
Ethnography (observation)

Media, websites and social media
analytics  Other feedback - public
statements, verbal, emails.
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Community outcomes

Community outcomes include the changes you are aiming
to achieve at the community level or for the members of a
particular community.

Increased awareness & conversation
At the community level

Increased knowledge & understanding
Within the community

Increased community connection
Which could include new or improved
networks, engagement or partnerships

Improved community action
For example new community programs, initiatives,
events, resources or campaigns

School and educational outcomes

Including evidence of learning, increased knowledge, and
skill development

New research
For the film, on the issue in the film, or on the film

Economic outcomes
Such as funds raised, new investment, commercial
support, increased tourism, or return on investment

«*- DOCUMENTARY
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Example indicators

Increased % of awareness & empathy at
the community level

Increased % of understanding &
knowledge at the community level

New community conversations

New networks & partnerships formed
Increase in people volunteering

Increase in people attending events

New community events held

New programs or initiatives approved
and/or implemented

New research commenced or completed
Number of teachers using educational
resources, number of downloads, number
of students receiving lessons

Number of $ raised or invested.

Example sources & methods

Timeline of events and key milestones
Community information and
announcements Community level data
e.g. local or national surveys

Educational surveys, teacher feedback
Financials — funds raised, investment $
% increase in commercial or tourist
activity Documents e.qg. research papers,
white papers, policies, new tool

Surveys and interviews with audiences,
hosts, partners, community stakeholders
Ethnography (observation)

Media, websites, social media

Other feedback — online, verbal, emails,
statements of support.
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Systems outcomes Example indicators

Systems outcomes include the changes you are aiming to
achieve at the systems levels, including governmental policy
and legislation.

Change public discourse
Including shifting language and sparking conversation

Increase public pressure
Built or sustained around an issue

Policy change
New or improved policies, procedures
and implementation

Legislative & legal change
Including new or improved legislation, legal responses
or legal action

Funding changes
Including new or redirected funding for programs
or initiatives

Remember, systemic change is likely to require a long term
effort between coalitions of partners to achieve change.
What you need to capture is how you contribute to shifts,
changes or progress in partnership with others.

Parliamentary screenings, attendees
Parliamentary conversations or
references - MPs championing the
change

Changes in discourse e.g. shifts in
language over time

New or revised policies or legislation
confirmed in line with your ask

New, increased or redirected funding in
recognition of need

Reversal of legal action or decision
Legal action

Decision makers contacted, no. of letters,

Number of petitions or sign ups

Number of media articles, press coverage

and hits

Example sources & methods

Interviews & feedback

Parliamentary screenings, attendees
and conversations

Policies, legislation

Announcements, Hansard, press
releases, statements, media, social
media Documentation, inquiries, white
papers, submissions, responses
Campaign profiles including decision
makers contacted

Advocacy campaign goals (Petition
signs, letter downloads)

Timelines.
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Issues and topics

Documentaries play an important role in elevating voices, celebrating diversity and capturing nature, history and culture across a range of issue areas and topics.
They can play a powerful role in:
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Long term impacts

Over time, many documentaries being used by a range of committed partners and frontline organisations can together contribute to positive social change. Below is a selection of
impact areas and indicators to assess progress towards long term collective impact goals across issue areas.
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We connect filmmakers, activists, educators and change-makers and
empower them to maximise their advocacy and impact goals.

It is our mission to advance awareness and inspire action on
important social issues by supporting independent documentary filmmakers
and organisations on the front-lines of social change, and amplifying
the impact of their works to encourage empathy, activism and social
transformation.

Our expertise, guidance and resources help creatives,
not-for-profits, educators and change-makers work together to achieve
their goals and maximise their social impact through the power of
documentary.

We enable impact documentary projects to raise tax-deductible funding
and make it possible for passionate philanthropists to collaborate with
filmmakers to tell stories that change lives.

52 Victoria Street Paddington 2021 NSW Australia
info@documentaryaustralia.au
+612 93971473

www.documentaryaustralia.com.au




