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o b j e c t i v e s

Understand how to implement an 
evaluation in your program

Provide a structure for using program 
data to tell your story

Feel comfortable taking the next steps in 
your evaluation journey
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What is evaluation?



BakerRipley.org

what is evaluation?

Evaluation is a process designed 
to assess the success of a 
program/project in meeting its 
goals and reflecting on lessons 
learned.

We need data to see not 
only what worked but how it 
worked, why it worked, 
and who it worked for.

What we do to prove 
and improve our impact.



EXPANDED 

COMMUNITY

TRANSFORMATION

What is the purpose of 

evaluation?

Data informs 
better 

decisions

Better decisions 
mean better 

service for our 
students

Better service 
means we are 
more able to 

positively impact 
their lives. 

To drive change. We can 

always be better



Myths about evaluation

It’s too expensive

It’s only to satisfy funders

It takes too much time

It’s too complicated

It’s only about success or failure



If we don’t collect data
We have people attending our programs, but we will never know if or 

how we made a difference



Data Scaredy Cat

Data Frightened

Data Hesitant

Data Averse

Data Apathetic

Data Savvy

Data Learner

Data Beginner

Data Novice

Data Neonate

The data literacy spectrum
Data Expert

Data Comfortable

Data Misguided

Data Cynic

Data Skeptic

Data Nerd

Data Sharer

Data Adventurer

Data Explorer

Data Curious

Data Superior

DATA PHOBIC Data enthusiast

Can use data at all levels! 

Source: Jessica Davison, United Way 



Data culture = learning culture

Evolving 
measurement and 

reporting

Changing the 
culture around 

learning and data
Achieving goals 

efficiently



H o w  c a n  d ata  h e l p  

y o u ?

Shows the value of your program, how it works, and 
what works best so you can share and celebrate your 
wins

Chance to tell your program’s story and communicate 
wins and challenges.

Evidence to advocate for changes, improvements, and 
funding



Evaluation & equity

Other than proving and improving programs, 
evaluation also has the potential to be a tool for 
equity

• Shines a light onto structural and systems-
level drivers of inequality

• Motivates organizations and funders to invest 
in change

• Centers the experience of underserved 
communities

Equity
Just and fair inclusion in 
the procedures, processes, 
and distribution of 
resources by institutions 
and systems;

Acknowledges systemic 
barriers and unique 
circumstances of historically 
minoritized groups



How do we evaluate?



FIRST STEP:  Begin with developing a framework
Framework = structure to understand how everything you put into your program leads to 

your goal. This guides what you need to measure and collect. 

T h e  p r o g r a m

What is the goal?

How do I know it was a 
success?

What do I need to get there?



Goal?

How do we get from inputs to outcomes?



FIRST STEP:  Begin with developing a framework
Framework = structure to understand how everything you put into your program leads to your 

goal. This guides what you need to measure and collect. 

T h e  p r o g r a m

Resources/Inputs
What the program 
needs to function

Activities
Behaviors/actions 

that go on during the 
program

1
Outputs

Results from 
Program activities

Outcomes
The change you 

want to see

2 3 4

Teachers, classrooms, 
materials

Vocabulary focused classes, 
mentoring, team projects 

# of students enrolled, # of 
students completing class

Students become 
fluent in English, 

Students earn high 
school equivalency



Data: Outputs v. outcomes

Client-focused; benefits for participants 
during or after their involvement with a 

program; expected change

Examples: Knowledge gains
Financial Security changes

Outcomes

Often non-profits focus on reporting outputs, but don’t move forward to measuring and 
reporting the impact of the program 

Service-focused; the volume of work 
accomplished; units or things produced

Examples: # of neighbors served
# of classes held

Outputs



Framework:  the logic model

Resources/Inputs

• What the 
program needs 
to function

• Resources, i.e. 
teachers, 
classroom, 
materials

Activities

• Things that go on 
during the program

• Behaviors/actions 
that are performed, 
i.e. vocabulary 
focused classes, 
mentoring, team 
projects

Output

• Result from program 
activities

• # students receiving 
support services

• # students enrolled
• # students 

completing class

Outcome

• Change you 
want to see in 
participants

• Learning gains
• Increased 

confidence
• Increased self-

sufficiency

Planned Work Intended Results

Think of the logic model as “if-then” statements
“If I have these resources, then I will do these activities, then produce these outputs, then see this outcome.”



building a SMART outcome

TARGET 
GROUP

Present 
tense verb

What we 
want to 
happen

An outcome statement should be 
specific, measurable, achievable, 
relevant, and time-bound.

• Specific: clear and action oriented
• Measurable: Quantifiable and 

trackable
• Achievable: Challenging, but realistic
• Relevant: Consistent with your goal
• Time-bound: Set date to track 

progress

“Our students will gain the 
knowledge needed to earn their 
HSEC within three months of our 

program.”



Outcomes reflect the specific change you want to see. Metrics answer the question “how 
will we know the change occurred?

From outcomes to metrics

• Based on what you can observe​.

• Choose your metrics based on 
the change you want to see in 
the program, not the output​.

• Make sure your indicator is 
practical to collect

• When in doubt, look 
at how others measure similar 
program goals

“Our students will gain 
the knowledge needed 

to earn their HSEC 
within three months 

of our program.”

% of students 
demonstrate passing 

scores on the posttest.



activity



Goal?

How do we get from inputs to outcomes?



“We ___________ and ___________ in order to ______________.”
Action/ Activity Action/ Activity Program Goal

Let's put this together to create a theory of change!
First look at what activities that happen over the course of the program –

understand how what we do leads to change.



“We ___________ and ___________ in order to ______________.”
Action/ Activity Action/ Activity Program Goal

Lets put this together to create a theory of change!
First look at what activities that happen over the course of the program –

understand how what we do leads to change.

Give a 
presentation

Work through 
the theory of 

change activity

Expand the use 
of evaluation in 
Adult Education



Second, we start to dig a little deeper into what we are doing and 
what is produced from what we do

“By _________________ and ____________, we can count 
__________________   and ___________ over the course of 
the program.”

Action/ Activity 

Output Output

Action/ Activity 



Second, we start to dig a little deeper into what we are doing what is 
produced from what we do

“By _________________ and ____________, we can count

__________________   and ___________ over the course 
of the program.”

Action/ Activity 

Output Output

Give a presentation
Work through the 
theory of change 

activity

The number of 
people here

The number of 
people who ask for 
further information

Action/Activity



Last, we show how what we are producing leads to the larger program 
goal

“Moreover, we anticipate the program will result 
in _________________ that demonstrates

____________, which represents __________________.”

Indicator

Outcome Program Goal



Last, we show how what we are producing leads to the larger program 
goal

“Moreover, we anticipate the program will result 
in _________________ that demonstrates

____________, which represents __________________.”

Indicator

Outcome Program Goal

Participants reporting using information to 
set up evaluation plan

Increased knowledge of 
evaluation

Expanded use of 
evaluation in Adult 

Education



Collecting data



Beyond outputs and 
outcomes

• Data that helps tell the story 
you want to tell

• Data that helps you 
understand when/why there 
are differences in outcomes 
(I.e. students who attend at 
least 50% of classes 
show improvement while those 
who attend fewer don't)

• Data that will improve the 
program (satisfaction 
survey; teacher feedback)



U S E  Y O U R  F R A M E W O R K  T O  

D E V E L O P  M E T R I C S

Determine the metrics you 
will measure.

Do you want to collect data 
related to program 

processes?

D e v e l o p  y o u r  e va l u at i o n  

t o o l s

S E T  U P  A  P R O C E S S  F O R  D ATA  

C O L L E C T I O N ,  M A N A G E M E N T ,  A N D  

A N A LY S I S

Creating a data collection plan

How are you going to administer 
assessments or surveys?

How are you going to collect 
program data (i.e., attendance)?

Design a survey and/or assessment 
that align with your metrics.

Specify when and where data is 
going to be collected, who is 

responsible for collecting it, and 
how you plan to analyze it.



Outcomes reflect the specific change you want to see. Metrics answer the question “how 
will we know the change occurred?

From outcomes to metrics

• Based on what you can observe​.

• Choose your metrics based on 
the change you want to see in 
the program, not the output​.

• Make sure your indicator is 
practical to collect

• When in doubt, look 
at how others measure similar 
program goals

“Students will have 
an increase in digital 
literacy skills by the 
end of the course.”

% of students who 
have an increase in 
test scores between 

pre-test and post 
test



What do you want to know from the data?

Level 4: 
Results

Level 3: 
Behavior

Level 2: Learning

Level 1: Reaction

Source: The Kirkpatrick Model

What are the participants reaction to the 
training?

Did they learn what they needed to learn?

Will they change their behavior as a result of the 
training?

Did this training have a long-lasting positive 
impact on how they live their life?



E x a m p l e s  o f  e va l  q u e s t i o n s

1. Who is this program working for and how? 
2.What are the demographics of the average student? Does this 

fit with our goals for recruitment?
3.Is the program meeting its targets and making progress 

towards its goals?
4.Who was the least/and most satisfied?
5.What factors increased or decreased our student's ability to 

learn?
6.Were the materials provided valuable?



quant itat ive qual itat ive

What kind of data do you want?
There are two types of data: qualitative and quantitative

Countable; measured with numbers Observable but not countable

Objective and factual
Easy to collect data and analyze

Does not answer why something is 
occurring

Provides context, answers “why”
Gives voice to participants

Collection and analysis is resource 
heavy Subject to evaluator bias

“Rate this statement on a scale of 1 to 5.” 
“What is your yearly income?”

“Why do you come to class?”
“How can we improve this class?”



quant itat ive

Interviews
One-on-one meetings for the 
purpose of having a discussion on 
a specific topic

Mixed  methodsqual itat ive

Types of data collection TOOLS

Focus Groups
Interview with 7-11 participants. 
Members of the group are 
chosen because they have a 
factor in common around the 
topic.

Survey
Set of questions asked of every 
participant in the same way. 
Questions can be closed-ended,  
open-ended, or scaled

Pre-Post Tests
Set of questions measuring 
attitudes, behaviors, or 
knowledge given to 
participants before a 
program starts (pre-test) 
and after a program starts 
(post-test)



1. Introduction
2. Early questions that help build rapport
3. Key Questions

• Should be organized so questions about the 
same topic are grouped together

• Ask the most important questions early in 
case the respondent does not finish the 
survey

4. Closing
• Quick and easy demographics questions
• Thank the respondent for participating

Surveys

Set of questions asked of every participant in the same 
way. Questions can be closed-ended,  open-ended, or 
scaled



Pre/Post tests

Set of questions given to participants before a 
program starts (pre-test) and after a program 
starts (post-test) to see the change in 
knowledge, behaviors, or attitudes

• Make sure content is not too easy or too 
hard

• Use validated tests or questions designed 
by accredited organizations when able

• Match content of questions to learning and 
teaching goals



• The shorter the better. Ideally, a survey 
should take five minutes or less for a 
survey to complete

• Start with a friendly introduction 
paragraph explaining why you are 
collecting data

• Explain confidentiality and anonymity
• When you can, let them know that they 

will be receiving a survey especially if 
you are emailing it or texting it later

• Send out a reminder about a week 
before you close the survey

Introduction

We at BakerRipley are so thankful for our 
amazing and dedicated volunteers. By 
responding to this survey, you are directly 
helping us to improve our volunteer 
program. 

The responses collected will remain 
anonymous. This survey should take less 
than 5 minutes.

TIPS for surveys and pre/post tests



When should I use each method?

Interview Focus Group Survey Pre-Post Test
• To gain info on a 

person’s personal 
experience

• Learn information on 
a sensitive topic

• To learn an expert 
opinion

• Exploring new topics
• To gain perspectives 

on an issue from a 
specific subset of 
the population

• To learn about social 
norms of a group

• Need to ask both 
quantitative and 
qualitative questions

• Flexibility – can be 
distributed in 
person, online, or 
over phone

• To gather 
information from a 
large group of 
respondents

• Want to observe 
how the participants 
change before the 
intervention and 
after the 
intervention



When to collect data
You can collect data at any point depending on what you want to 

know. But be careful not to over-collect!

Data collected … Can tell you … Examples
During the program How is the student doing? 

How is the program working?
How is the instructor doing?

After class surveys
Tests
Mid-semester survey

After the program How much did they learn/change?
How did they enjoy it?

Pre-Post tests
Surveys

Weeks/Months after the 
program

What was the impact of the program?
Did they learn and retain?
How do they feel now that they are 
further from the program?

Interview
Focus Group
Follow-up surveys



Factors to consider

1. What methods can we afford and 
implement well?

2. What methods are the most 
appropriate? (For classroom, 
culture, etc?

3. Do we need to train staff how to 
use this tool?

4. Do we have access to a tool that is 
already in place?

5. How can we implement data 
collection into normal operations?



Make implementation easy

Implementation Needs:
Assessment of reading level

Process for providing assessment
Analysis procedure



Free and low-cost tools for data collection

Implementation Needs:
Assessment of reading level

Process for providing assessment
Analysis procedure

Google Forms and Microsoft Forms are 
both great for creating surveys and 
building reports. And free!

SurveyMonkey also has a free limited 
plan.



Keeping the user in mind
When developing any data tools or 
instruments, we must make 
accommodations for our population. 

Ask yourself:

•What is the dominant language for my 
population?

•What is the reading level of my group? 

•How will I be administering the survey? 

• Is this font big enough? 
• Is this accessible for everyone?



Before implementation
Once data collection begins, changing methods 
or questions can be difficult or impossible. 

• Create a plan for who will “own” the data, 
where will it be saved/stored, how the data 
will be organized and who will be responsible 
for collection and analysis

• Test the questions you are administering to 
check for any ambiguous wording, misspelling, 
or errors. 

• Set a SMART time frame for data collection 
and analysis

• Train staff



Analyzing data



results vs data vs interpretation
Very often we use the words “data", “results,” and “interpretation” 

interchangeably, but there is a very distinct difference.

Data

Results

Interpretation

The raw evidence 
collected for 
analysis

Data that has 
been analyzed. 
This describes the 
data and patterns.

The step where we 
finally assign value 
and determine the 
significance of the 
data



The 
question The data

The 
answer

What is analysis?

Analysis is about asking questions of the data and deciding the best way to answer those questions. 
First, lets review the common two types of data: Qualitative and Quantitative

“What is ________?”
“How is _______?”
“How often does 

___________”

“Why is ________”

Numerical or in a 
fixed group 

Percentages, 
frequencies, mean, 

median

Non-numeric narratives Patterns and themesQUALITATIVE

QUANTITATIVE



quantitative analysis

Basic descriptive statistics, such as frequencies, 
time-series analysis, or measures of central 
tendency

1. How often something occurs (Frequencies)
2. Looking at two or more of a values 

(Comparison)
3. Highest and lowest values (Range)
4. Measures of central tendency: 

1. Mean: the average value
2. Median: value at the middle of a data set
3. Mode: the value that occurs the most 

frequent

“75% of those 
who entered the program 
were offered a job within 
three months of exiting 
the program”

“Ages ranged from 18 
to 65, but the average 
age of program 
participants was 36.”



qualitative analysis

Identifying recurring themes and patterns in the data to 
put together the whole story. This is a three-step 
process: coding, synthesis, and making assertions. 

Find key topics 
in the data

Coding

Identify patterns 
and recurring 

themes

Synthesis
Make final 
conclusions

Assertations

“Many participants felt 
that their confidence 
improved as a result of 
the training they received 
at BakerRipley.”

“Common words used to 
describe the food 
distribution program: 
helpful, kind, and quick.”



quant itat ive qual itat ive
Google Suite

Microsoft Excel
Dedoose

Free and low-cost Software for analysis



Communicating the results



Goal is to share your story using the data you collect 
and analyze

prove

Increased resources expands 
your impact

Show donors and funders 
your impact

implement Share your story

• Use what you have learned to sell your 
program

• Share the impact you have made
• Boost your inputs that let you expand your 

reach and impact



Goal is to implement solutions to the challenges seen 
in the data

IMPROVE

Improvements inform future 
questions

Data informs program 
changes

implement Quality 

improvement

• Use what you have learned through the data 
and questions

• What changes could be made to turn 
challenges to success

• Start with previous success and how they 
might be applied

• Brainstorm! Start with as many ideas as you 
and the team can think of and then weed 
them down



Communicating the results
Sharing information in a useful way 
through data reporting contributes to CQI, 
buy-in, enthusiasm, clear message for 
agency and audiences

The method you chose depends on

• Who are you reporting to? Identify 
stakeholders

• When/ how often are you reporting it? 
Identify realistic and useful timeline

• What are the important elements and 
why are they important? Identify key 
indicators



Create collateral
Think about how you can share your story

• Create something once that can be quickly 
updated

• Create one pagers that can be shared to 
potential funders or local media or people 
you meet

• Marketing materials that will entice new 
participants





Secondary Sources
• Local data sources
• Census/American 

Community Survey
• Research studies

Telling your story: Putting your program in context

Primary Sources
• Class Rosters
• Surveys
• Pre-and Post-tests



IN SUMMARY…



Tell your story

Note: Representation of story arc is adapted from Fretag’s theory. Thanks to Jessica Davison at United Way of Greater Houston for introducing connection.

Introduction of 
program goal

Build-up / work 
you are doing

How you can build on 
win or aha moment

Aha Moment! 
Big Win!

Action / Next Step









o b j e c t i v e s

Understand how to implement an 
evaluation in your program

Provide structure to use program data to 
tell your story

Feel comfortable taking the next steps in 
your evaluation journey



M a k e  a  p l a n

Determine the metrics you 
will measure based on 

theory of change.

Write it down and put a 
process in place.

D e v e l o p  y o u r  e va l u at i o n  

t o o l s

S e t  y o u r s e l f  u p  f o r  w i n s

Where do I  start?!

Start with a postsurvey if nothing 
else

Even better – set up a pre and post

Take things that others have used; 
don’t reinvent the wheel

The more you know about the story 
you want to tell, the easier it is.

Continue to build on you plan. 



o b j e c t i v e s

Understand how to implement an 
evaluation in your program

Understand how you can use data to tell 
the story behind your program

Feel comfortable taking the next steps in 
your evaluation journey




