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Why is Evaluation Important?
 Funding agencies require it

 To assess the long term impact of the overarching 
goals of the program/project 
Outcome evaluation

 It provides an ongoing assessment of whether the 
program/project is working 
Process evaluation

 Successful evaluation begins with the grant proposal
 It sets the pretense for the evaluation plan by identifying 

a sense of accountability to funders



Terminology
Evaluation = “The systematic investigation of the merit, worth, 
or significance of any object” (Michael Scriven)

Program = Any organized public health action and/or activity 
implemented to achieve some result

 Will also refer to this as “project”

Stakeholders = Everyone who interested, involved, and 
invested in the program or initiative
 Community groups
 Grant writers 
 Project staff
 funders
 University based researchers and/or community 

evaluators



Overarching Questions Answered by an 
Evaluation

Are you making a difference?

Why or why not?

Who wants to know?



The Evaluation Section of the Grant Proposal

 Should address the following:

What are the evaluation’s goals and objectives?

What methods will be utilized to reach these goals?

How will data be collected and measured?

Who will collect and analyze the data?

How will data be reported to the funding agency?



Outcome Evaluation
 Assesses what happens at the end of a project

 What effect did the program have on the outcome(s)of 
interest?

Contextual influences?
 Individual influences?
Program level influences?

 Strength of these effects?

 Funders want to know that their money is making a difference



Outcome Evaluation

Examples:

Reducing neighborhood crime
Reducing teen pregnancy rates
 Increasing classroom quality scores

 The chances of getting good outcomes are slim if 
processes are not working

 Identifying/assessing those processes from the beginning 
can help achieve desired outcomes



Outcome Evaluation
Problems with an “Outcomes Only” Evaluation Model :

 Lacks an in depth understanding of why the desired 
outcome(s) did or did not occur

Makes replication of successful programs difficult to 
achieve in other communities

 Context and participant demographics may influence 
outcomes

Can be useless and a waste of money to funders



Process Evaluation

 Helps us (as well as funders) better understand how the 
overall outcome was achieved

 Documents the strengths and weaknesses of program 
characteristics and implementation to improve outcomes



Process Evaluation
 What was provided and to whom?

Services (type, intensity, duration)
Participants (gender, age, race/ethnicity, etc.)
Context (institution, community, school, etc.)

 Do the processes match the proposed plan?
What kinds of problems were encountered and why?
How can we prevent these types of problems from 

happening in the future?



Outcome vs Process
 The table below is based on hypothetical program aimed at increasing 

academic success in low income youth in Maricopa County

Outcome Evaluation Questions Process Evaluation Questions

 Did the intervention efforts increase 
success?

 Did the effectiveness of the 
intervention efforts vary across different 
groups of youth based on certain 
individual (e.g., ethnicity, age, IQ) or 
environmental (e.g., socioeconomic 
status; parent support; parent 
education) variables?

 Which aspects of the intervention did 
participants find most helpful? Did this 
vary across the individual and 
environmental variables?

 How many participants attended the 
various interventions? How many hours 
per month were required?

 Did these frequencies vary across 
individual and/or environmental 
variables? For what reasons?

 Where there specific aspects of the 
program that inhibited the program 
effectiveness in year 1?



External Evaluations
Conducted by: 
 Someone without strong organizational ties (i.e., academic 

researcher or community evaluator)

 Someone who may work for the organization but does not 
play a direct, engaged role in the project  (i.e., an evaluator for 
many projects within a larger organization)

Why Choose an External Evaluator?
 Their skills and expertise are valuable 
 Funders require it 



External Evaluations
Potential Pitfalls:
 Can be intimidating to program participants

 Can create a culture of mistrust

 Can be a duplication of good work that has already been 
conducted by an existing interval evaluation team

 A disconnected relationship between external evaluators and 
organizations



External Evaluations
 The Kellogg Foundation realized some of the negative 

implications of external (only) evaluation in the 90’s

 Evaluations would be completed but the results would not 
be put to use

 Therefore, they started promoting participatory 
evaluations

 Evaluation may have more sustainable results when it includes 
engaged organization members who invest in self-reflection 
and organizational improvement



Participatory Evaluation
 Involves all stakeholders in the project

 Professional evaluators, project staff, project 
beneficiaries/participants, other invested community members

 They become colleagues and collaborators in:
Identifying the problem or goal to be addressed
Developing strategies to address the project/program goals
Identifying important questions that shape the trajectory of 

the project
Meeting somewhat regularly to assess progress and identify 

potential issues



Participatory Evaluation

External Evaluation Participatory Evaluation

 When internal disputes prevent 
unity and progression of the project 
goals

 When funders or organization 
managers demand it

 When time and resources are 
limited

 When there is unified 
purpose/commitment to open 
participation

 When there is commitment for 
organizational self-reflection and 
improvement

 When time and resources are 
abundant 



A Hybrid Model
 Given that a true participatory evaluation is difficult to achieve, 

many opt for a “hybrid model”

 External evaluators utilizing a “participatory approach”

 Collaboration between evaluators and community 
organizations

 Evaluator manages the workload and often collects the data, 
conducts the analyses, plans the meetings



The Participatory (Hybrid) Approach
 Project-Based Research Model (Stoeker, 2005)

Determining the project goals/questions
Choosing the methods
Gathering the data
Analyzing the data
 Presenting the data



Determining the Project Goals/Questions

 A project planning meeting will ideally take place before 
proposed program is implemented
 As many stakeholders as possible 

 Set project goals and devise strategies to achieve those goals 
(based on previous research)

 Be sure that your questions are connected to the project 
goals 



Determining the Project Goals/Questions

 Also make sure that the data needed to address those questions 
is attainable
Don’t examine teen pregnancy rates as an outcome if they are not 

readily available

 Don’t submit grant until these details have been discussed with 
the other team members 

 You don’t want to be locked into research questions that 
cannot be answered or don’t accurately depict the project 
goals



Choosing the Methods
*How will we answer our questions of Interest?*

Choosing the Methods
(1) Study design, (2) participants, (3) variables of interest, 

(4) measures

 Study design
quasi-experimental 

Pre- and post-intervention scores across time
Need a baseline score before program 

implementation
Experimental

Control and treatment group



Choosing the Methods
Participants

Based on research goals and study design
Which sub-population is your program aimed at helping?
Adolescents age 14-18 (must be on academic probation)

Variables of interest
What are your outcomes and processes of interest?
GPA; academic self-efficacy

Measures
How will you measure these variables?



Choosing the Methods

Gathering Quantitative Data:

 Surveys (Likert scale)
 Already existing or develop your own

 Make decision based off of previous research 

 Pre- and post survey scores to assess program effectiveness 

 Government websites such as the Department of Education or Census 
Bureau 

 GPA, high school retention rates, educational attainment

 Standardized Test Scores
 Pre- and Post-assessment scores to assess program effectiveness Good for i



Choosing the Methods

Gathering Qualitative Data:

 Open-ended Surveys 
 Already existing or develop your own

 Make decision based off of previous research 

 Focus groups
 Provide information about certain groups of individuals

 Greater insight as to why certain opinions are held

 Improve planning of new programs 

 Observations
 To observe certain interactions or behaviors in a natural setting 

 Overt or covert



Choosing the Method: Example 1

Outcome Evaluation  
Questions

Participants Variables of 
Interest

Measures

Did the intervention efforts 
increase success?

-Adolescents (14-18) 

-Must be on 
academic probation

Intervention – peer 
tutoring

GPA; academic self-
efficacy

School Records
Survey

Did the effectiveness of the 
intervention efforts vary across 
different groups of youth based 
on certain individual or 
environmental/family factors?

-Adolescents

-Parents (support and 
education)

Youth Outcomes:
-GPA; self-efficacy

Individual:
-ethnicity; age; 

Environmental: 
SES; parent support; 
parent education

School records; 
survey

youth-report 
demographic 
Survey

Survey (youth and 
parent reports)

Which aspects of the intervention 
did participants find most 
helpful? Did this vary across the 
individual and environmental 
variables?

Adolescents Peer Tutoring 
Intervention

Adolescent 
characteristics

Focus groups
Survey



Choosing the Method: Example 2
Process Evaluation  

Questions
Participants Variables of 

Interest
Measures

How many participants 
attended the various 
interventions?

How many hours per week did 
they attend?

-Adolescents (14-18) 

-Must be on 
academic 
probation

Number of 
participating 
adolescents

Attendance hours

Sign in sheet records

Sign in sheet records

Did these levels of participation 
vary across individual factors? 

Did these levels of participation
Family/environmental factors?

Adolescents (14-18) 
-Must be on 
academic 
probation

-Parents (support 
and education)

Youth Outcomes:
-level of participation 
in peer tutoring 

Individual:
-ethnicity; age; 

Environmental: 
SES; parent support; 
parent education

Sign in sheet records 

Self-report demographic 
Survey

Survey (youth and parent 
reports)

Where there specific aspects 
of the program that inhibited 
the program participation in 
year 1?

Adolescents

Program Staff

Participation 
(frequency and # of 
hours)

Focus groups
Survey (for youth and 
staff)



Questions?

Thank you for your time! Please contact me if you have questions that arise in 
the future!

Megan O’Donnell
odonnellmegananne@gmail.com
704-968-2324


