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Abstract

The purpose of this research paper is to conduct a strategic 
review of the funding evaluation framework for the 

philanthropic foundations. It also attempts to further theorise 
this evaluation process with a holistic planning framework- 3 

H (Heart- head- hand) framework.* Based on a field 
practitioner’s perspective from the philanthropic sector and 
drawn from documentations, reports, journals, articles, 
survey, interviews and field observation, this study will 

existing funding evaluation frameworks adopted by 
philanthropic foundations. A case study approach is also 

conducted to study the funding framework for two charitable 
projects (2016 and 2020) funded by The Hong Kong Jockey 

Club Charities Trust by using the 3H framework. 

(* Source: Yu, E (2020), Introducing 3H Framework,” working paper, City University of HK.)
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Introduction
This presentation will focus on the research problems, objectives, design and data collection.

Research Problems
Philanthropic monies are limited and not sustainable, 

and a strategic deployment of funding resources are 

crucial for public good.

01

02
Research Objectives
To  review and enhance the funding framework for 

philanthropic foundations.

03
Research Design
This paper is a descriptive, qualitative inductive research 

study. The research design is based a correlational research 

methodology.  It also applies the 3H framework to evaluate 

and assess the performance of the case studies.

04
Data Collection / Analyses / Report
Case study approach and data collection from 

observation, semi-structured interviews, focus 

group and survey.
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(I) Research Problems & Objectives

Hong Kong is a giving society. In 

2019, it achieved a record high 

donation of $12.7 B with close to 

10,000 registered charitable 

organization. And 1.4m people is 

living under poverty line in HK.

Philanthropic 
Sector 

Background

Philanthropic monies are limited 

and not sustainable, and a 

strategic deployment of funding 

resources are crucial for its 

survival.  Doing good but also 

doing well.

Definition of 
Problems

Are the current evaluation 

frameworks commonly used by 

philanthropic foundations 

sufficient to assess projects and 

donations effectively ? 

Primary Research 
Questions

To evaluate the funding 

framework for foundations which 

aims to enhance the funding 

effectiveness and efficiency so as 

to deliver better good for 

humanity and esp HK.

Research Objectives
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(I) Research Problems & Objectives

Existing evaluation theories 

such as theory of change, 

BACKs , K-A-B and MEL. And 

apply 3H (Heart-Head-Hand) 

theoretical framework to 

evaluate grantees. (* Appendix)

Review of 
Relevant Theories

Review of strategic 

management theories and 

models such as Porter’s 5 

Forces, PESTEL, SWOT and 3H 

related theories and literature. 

Review of Relevant 
Literature 

The existing funding evaluation 

frameworks deployed by 

philanthropic foundations are 

not holistic enough to evaluate 

projects and performance of 

NGOs. 

Hypothesis 1

Based on H1, the funding 

review framework can be 

further enhanced and 

improved 

Hypothesis 2
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(II) Research Design

Variables  (3H 

framework)

Organization Performance 

(OP)  is a function of 3H. 

OP = f (H1∩H2 ∩H3) 

Measures/

Instruments 

Interviews, survey, focus 

group, observation, review 

of academic literature & 

articles. 

Research Method

A qualitative descriptive 

&  inductive research 

method and case study 

approach.  

Sample and Sampling 

Method

Purposeful, snowball and 

theoretical sampling 

methods will be used.  A 

pilot survey is conducted 

on 5/Aug.



Heart-Head-Hand (3H)

Conceptual Framework*

HEAD

H2

HAND

H3

Heart 

H1

OP = f (H1∩H2 ∩H3)

Source: Yu,E (2021), Seminar Day 1, Vision for the Futures, HKBM 7006, Lecture Notes , UWTSD, Delivered on 19 & 20 June 2021

3H Conceptual Framework



The EMOTIONS about why the 

people are important for 

performance & the future.

The LOGIC about why the 

strategic planning etc are 

needed.

KNOWLEDGE of what to do to 

support the performance

H1 = Heart domain (people related: emotional appeal, 

leading, motivating and engaging people abilities)

H2 = Head domain (strategic, organisation and business 

model related: logical & strategic planning, organisational

design, cognitive abilities)

H3 = Hand domain (task-oriented issues and competence 

related: operational/functional skills & abilities).

Description: 3H domains is hypothesised positively correlated with the organisational / foundation performance.

3H Framework: Organisaton performance, the dependent variable, is a function of the complements among Heart (H1), Head (H2) and Hand (H3)

independent variables of that foundation. OP = f (H1∩H2 ∩H3) 

HeartHeartHeart

Hand

Head



3H Framework’s Venn Diagram for Philanthropic Foundation

HandHead

Heart
Committed NGOs and 

well planned but don’t 

know how to execute it 

right 

(H1ņ H2)-H3 

Case 4

1

4 3

2

Committed and 

capable NGOs, but not 

sure how to strategize 

or manage the right 

thing

(H1ņ H3)-H2

Case 3

Uncommitted NGOs 

but capable of 

managing the right 

thing

(H2ņ H3)-H1 

Case 2
Committed and 

capable NGOs of 

managing the right 

thing

(H1ņ H2ņ H3)

Case 1

H1

H2 H3
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Case Study 1 : JC A Connect
To analyze the case based on 3H Framework.



12

Case Study 2 : JC A Connect
To analyze the case based on 3H Framework.
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Case Study 2 : Covid-19 Emergency Fund
To analyze the case based on 3H Framework + agility, creativity and empowerment.
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Case Study 2 : Covid-19 Emergency Fund
To analyze the case based on 3H Framework.
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Case Study 2 : Covid-19 Emergency Fund
To analyze the case based on 3H Framework.

(# Play Video)
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(III) Data Collection, Analyses and Report
Content analysis will be based on grounded theory.

Data Collection

Semi-structured 

interviews, survey, focus 

group and snowball 

sampling will be used  

Expected Findings

The 3H theoretical 

framework is found to 

be useful tools in 

funding evaluation. 

Managerial / 

Practical Implications 

This framework can be 

applied in future 

project evaluation.

Limitations

Size of the limited sample 

pool ie limited data 

points. Research bias & 

limited academic study  
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(IV) Literature Review
Academic research related to the philanthropic sector is relatively limited but there are a few institutions like Lilly School (Indiana U) and VU University in Amsterdam.

Center for Effective Philanthropy, 

Stanford Social Innovation Review, 

HBR, Grantmakers for Effective Org 

and Council on Foundation, Centre 

for Philanthropic Studies,  Lilly 

Family School of Philanthropy etc

Philanthropy/
Evaluation/ Strategic 

management  

Organizational Behavior related 

(eg motivation, emotion, 

commitment, engagement, 

satisfaction) ; transformational 

leadership, management of 

change.

Heart-related 
literature

Organization architecture 

(Organization design, structure) 

Strategic management related 

(eg. Balanced scorecard), 

PESTEL, Porter’s 5 forces, SWOT 

Head-related 
literature 

Competence related 

(Functional strategy and 

practice such as HR, 

Operations, Finance, IT, Legal 

etc)

Hand-related 
literature 
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(V) Pilot Questionnaire Survey Results (1)
On 5 Aug, a pilot survey (33 questions) was prepared by the student and a total of 25 responses (83%/ 30 foundations/NGOs) were received.

01
72%
Q6: The foundation /organization does not have an 

evaluation officer/team dedicated to impact measurement or 

research

02
72%
Q10: Evaluated the organizational capacities (Head / H2) of 

their potential grantees such as NGOs.

03
62%
Q12: Evaluated the leadership/ staff competencies  (Heart / H1) or 

organizational culture of their potential grantees such as NGOs

04
67%
Q14: Evaluated the operational competencies or capacities 

(Hand/ H3) of their potential grantees such as NGOs
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Pilot Questionnaire Survey Results (2)
On 5 Aug, a pilot survey (33 questions) was prepared by the student and a total of 25 responses (83%/ 30 foundations/NGOs) were received.

01
95% agrees 
Q26: Impact measurement and evaluation framework can 

make foundations/ organization more effective and efficient.

02
91% agrees
Q27: There is a pressing need to build sector capacity and 

strengthen the evaluation methods/ framework for 

philanthropic foundations and/or NGO.

03

100%
Q28: A good management in philanthropic organization is both an 

art and science of getting things done effectively and efficiently 

through people and other required resources guided by strategic & 

operational capabilities of the organization.

04
100%

Q29: Competent strategists in foundation are required to adopt a 

holistic manner to envision the overall business environment and 

social trends, identify opportunities, foresee challenges and threats 

as well as to effectively respond faster than others in order to 

address the social needs.
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Pilot Questionnaire Survey Results (3)
On 5 Aug, a pilot survey (33 questions) was prepared by the student and a total of 25 responses (83%/ 30 foundations/NGOs) were received.

1) HK wide government controlled charities regulator

2) Stakeholder Engagement

3) Listen to the voices of users/ bring voice of the beneficiaries to the table

4) Hire the right team / But the industry is very short of talent in the sector

5) Avoid over elaborate systems, simplify where possible

01

73% agrees
Q30: Making money is far easier than giving it away effectively. In 

business, you go after the low-hanging fruit, whereas in 

philanthropy you are trying to tackle problems that are inherently 

difficult and long term..

02
82 % agrees

Q31: Philanthropic Foundations always have genuine motives for giving, but 

people too often let their philanthropy be guided by their hearts alone. 

Deciding what you will do to make change happen is a strategic choice and 

a holistic view that requires your head, your heart and your hand.

03
82% agrees
Q 32: Foundations and charities are learning, if you want to do 

good, you have to do well. You have to work just as hard at giving 

away money as you do at making it.

04

Comments:
Q33: What additional suggestions do you have for strengthening 

evaluation practices among foundations/funders in Hong Kong?
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(VI) Discussion

Can we achieve a more 

systematic, efficient and 

effective funding framework for 

philanthropic foundations ?

Discussion Tip #01 Discussion Tip #02

Can the 3H framework provide a 

more useful tool in strategic 

planning for foundations/ 

funders when evaluating their 

projects/grants?

It is the hypothesis of this research that 

the 3H framework can help enhance the 

effectiveness of organizational 

capacities and capabilities so as  to 

deliver and create more positive social 

impact to the society.

Discussion Tip #03 Discussion Tip #04

How to leverage a better 

evaluation framework to 

facilitate this change?
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(VII) Intended Conclusions

Restate

Your Research 

Questions

Show How Your 

Result Answer these 

Questions

Show What 

Contribution You

Have Made

State Any Limitations 

to the Work You

have Done

Suggest

Future Research

Make Any

Recommendations



Thank you. 
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Appendice 1: Background information 
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Hong Kong is a giving society – new record donation every year.
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BACKS framework is based on “K-A-B” or “K-A-P” framework widely used in social 
science and public policy fields for evaluation
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Case Sample: Outcome indicator framework “BACK(S)” target key drivers of 
behavioural changes covers charities projects

Knowledge

Attitude

Behaviour Condition

… and User Satisfaction
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Case Sample- Project monitoring and evaluation (MEL) hierarchy used by 
Foundation/ Funder

Impact

Outcome 

Output 

Process / Activities

Input1

2

3

4

5
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Impact-level indicators measure the ultimate sustainable 

changes generated

Output-level indicators measure the quantity and quality of 

goods and services resulting from programme activities; 

Process-level indicators measure the progress of activities 

in a programme and how effectively they are carried out

Input-level indicators measure the quantity, quality, and 

timeliness of resources provided for a programme to 

implement activities 

Outcome-level indicators measure the immediate 

observable results generated by programme outputs, and 

often correspond to changes in people’s behaviour
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Dr Yu’s 3 H Holistic Framework will be studied and applied in 

the paper 
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Appendice 2: Pilot Survey Results



Powered by

Survey on Evaluation 
Framework for Philanthropic 
Foundations / Organisations
• Thursday, August 12, 2021



• Date Created: Thursday, August 05, 2021

25

• Total Responses

• Completed Responses: 25

• Total Invitees: 30  (83%)



Q1: Please specify the sector or area of interest that best describes the work /
projects done by your Foundation / Organisation?

• Answered: 25    Skipped: 0



Q2: What is the annual giving of your foundation? (HK$)

• Answered: 25    Skipped: 0



Q3: How many staff do you have in your Foundation / Organisation?

• Answered: 25    Skipped: 0



Q4: Which of the following(s) is your Foundation's biggest source of income / funds?

• Answered: 25    Skipped: 0



Q5: Which of the following(s) change(s) happened in your Foundation during the 
last 3 years?

• Answered: 25    Skipped: 0



Q6: Does your organisation have an "evaluation officer" (or person / team 
dedicated to impact measurement or research)?

• Answered: 25    Skipped: 0



Q7: Who is primarily responsible for evaluation work in your Foundation / 
Organisation?

• Answered: 25    Skipped: 0



Q8: For (7) above, do the staffs also have programmatic grant making 
responsibilities?

• Answered: 25    Skipped: 0



Q9: Do you have staffs who were responsible for supporting / learning separate 
from evaluation?

• Answered: 25    Skipped: 0



Q10: Do you evaluate the organizational capacities of your potential 
grantees such as NGOs?

• Answered: 25    Skipped: 0



Q11: Please choose the areas which you will focus on or interested in 
related to your grantees?

• Answered: 18    Skipped: 7



Q12: Do you evaluate the leadership/staff competencies or organisational
culture of your potential grantees e.g. NGOs?

• Answered: 24    Skipped: 1



Q13: Please choose the areas which you will focus on or interested in 
related to the grantees?

• Answered: 15    Skipped: 10



Q14: Do you evaluate the operational competencies or capacities of your 
potential grantees e.g. NGOs?

• Answered: 24    Skipped: 1



Q15: Please choose the areas which you will focus on or interested in 
related to the grantees?

• Answered: 16    Skipped: 9



Q16: How commonly is Impact Measurement applied in your Foundation 
to evaluate the effectiveness of your donations (inc work and project)?

• Answered: 23    Skipped: 2



Q17: Has the amount of effort your foundation puts into measuring its 
impact changed during the last five years?

• Answered: 23    Skipped: 2



Q18: What's the main reason for this increase?

• Answered: 14    Skipped: 11



Q19: What's the main reason for this decrease?

• Answered: 1    Skipped: 24



Q20: How did your Foundation / Organisation collect information about its 
projects / activities in the last year?

• Answered: 23    Skipped: 2



Q21: Which, if any, of the project planning models below has your 
Foundation / Organisation used?

• Answered: 23    Skipped: 2



Q22: Has your Foundation/ organisation used any of the following 
evaluation practices?

• Answered: 23    Skipped: 2



Q23: Has measuring your Foundation’s / Organisation’s impact led to any 
of the following benefits?

• Answered: 23    Skipped: 2



Q24: How did your Foundation / Organisation use results from impact 
measurement in the last year?

• Answered: 23    Skipped: 2



Q25: Who would you say is the primary audience(s) for your Foundation's 
/ Organisation's impact measurement results?

• Answered: 23    Skipped: 2



Q26: Impact measurement and evaluation framework can make foundations / 
organisations more effective & efficent.

• Answered: 22    Skipped: 3



Q27: There is a pressing need to build sector capacity and strengthen the 
evaluation methods / framework for philanthropic foundations and/or NGOs in 

HK.• Answered: 22    Skipped: 3



Q28: A good management in philanthropic foundation is both an art and 
science of getting things done effectively and efficiently through people and 
other required resources guided by strategic and operational capabilities of 

the organisation.

• Answered: 22    Skipped: 3



Q29: Competent strategists in foundation are required to adopt a holistic 
manner to envision the overall business environment and social trends, 

identify opportunities, foresee challenges and threats as well as to effectively 
respond faster than others in order to address the social needs.

• Answered: 22    Skipped: 3



Q30: Making money is far easier than giving it away effectively. In business, 
you go after the low-hanging fruit, whereas in philanthropy you are trying to 

tackle problems that are inherently difficult and long term.

• Answered: 22    Skipped: 3



Q31: Philanthropic Foundations always have genuine motives for giving, but 
people too often let their philanthropy be guided by their hearts alone. 

Deciding what you will do to make change happen is a strategic choice and a 
holistic view that requires your head, your heart and your hand.

• Answered: 22    Skipped: 3



Q32: Foundations and charities are learning, if you want to do good, you have 
to do well. You have to work just as hard at giving away money as you do at 

making it.
• Answered: 22    Skipped: 3



Q 33. What additional suggestions do you have for strengthening 
evaluation practices among foundations/funders in Hong Kong?

• Organisations need to look at long-term results and impact, ie, not short-
sighted and merely going after short-term results.

• HK wide government controlled charities regulator 

• Stakeholder engagement 

• Bring voice of the beneficiaries to the table 

• Listen to the voices of users 

• Hire the right team 

• The right people but the industry is very short of talent in this sector

• Avoid over elaborate systems, simplify where possible (do we really need to 
evaluate this?), use cloud-storage systems where possible

Answered: 8    Skipped: 17



83% Completion Rate : 25 out of 30 invitees responded! 

Invited Participants:

• Philanthropic Foundations ( eg Croucher Foundation/ Chow Tai Fok 
Foundation etc)

• Family Foundation (eg Yidan Foundation)

• Charitable Trust (eg HK Jockey Club Charities Trust/ Community Chest/ Zonta 
NT Charities Trust)

• Corporate Foundation (eg Disney Foundation/ Hang Seng Bank/ Swire Trust)

• NGOs (eg Make a Wish Foundation/ St James Settlement/ HK Sheng Kung 
Hui Welfare Foundation/ HK Youth Federation Group/ Youth Square).

• UN Agency (eg UNICEF HK)

• Donor Advised Fund/ Philanthropic advisors / Consultants (eg AVPN/ CAPs)

• Stakeholders (eg academic/ Chicago Booth Business School)

Invited : 30 Participated: 25


