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Learning Objectives

Report how evaluations lead to the 
improvement of a program

Explain the purpose of process 
evaluation

Identify data collection and 
management strategies used to measure 
program outcomes



What is Evaluation

 Evaluation is an examination and assessment of a program to improve its 

effectiveness 

 Evaluation should be considered at all stages of program development 

 Types of program evaluation measurements 

 Process Evaluation: What are we doing?  How well are we doing it? 

 Outcomes Evaluation: Are our efforts making a difference in the short, mid-, and 

long-term  

 Evaluation is NOT (always) research



Why evaluate?

Evaluations produce information and relevant information is critical to 

continuously improving and fine tuning 



Purpose of Program Evaluation

 Helps develop clarity and consensus about the program – What is it and 

what is it trying to accomplish? 

 Accountability – Documents the success of your program – Defines the 

value of the program 

 Organizational Learning and Improvement – Identifies areas of program 

that are working well AND areas that are not (and why) 

 Provides data for program improvement 



Purpose of Evaluation

To generate 
information to 

respond to 
demands for 

accountability 

To monitor 
performance

To obtain 
information 

about 
program 

effectiveness



Common misconception 
Evaluation is Research and only about 

numbers (quantitative data)



Program Evaluation & Research

 Program evaluation is a subset of research activities.

 Sometimes involves direct measurement of observable behavior.

 May include the use of physical instruments.

 May only look at outcomes or may attempt to determine client’s 
perspectives or determine if an intervention caused outcomes or 
differences

 BUT…Program evaluations are not academic exercises.

 Not primarily an attempt to build theory or develop social 
science knowledge.

 Purpose to make a difference in stakeholders’ lives. 
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So it all starts with a Question…

What do you want to know about your program?

How does your program work?

What is the impact of your program?

What opportunities do you have to 
expand your program to serve others?

How or to what degree do the resources and 
activities  meet the needs of stakeholders?



Process Evaluation

The essence of process evaluation is that it focuses on a 

description of the client delivery system and selected 

administrative operations within a program. 

 Looking at the day to day operations

 By having an understanding of the key processes that 

lead to outcomes (good or bad) administrators can 

make decisions about which processes to maintain and 

which ones to adjust in order to improve outcomes.



Process Evaluation

 information generated through process evaluation is of 

interest not only to those in supervisory and 

management positions but also to staff members 

involved in program delivery. 

 The information generated in a process evaluation can 

be the basis for discussions and insights within a 

program and thus lead to more reflective practice and 

program development



Process Evaluation

 Focuses on activities and outputs that will drive the desired outcomes –

Examples: Walking program implemented; Vending machine changes 

made; no-tobacco policy put in place 

 Examines – Steps and activities taken in implementing a program – How 

well the program was carried out (what was and was not done) – How 

faithful implementation was to the “Gold Standard” intent –

 Problems and barriers encountered  

 Is most useful earlier in a program, but yields benefits if done on an ongoing 

basis



Arguments for Client Satisfaction 

• Human services professionals need to be concerned that clients are 

provided what they need and expect.

• Asking for feedback provides opportunity to remove obstacles that 

prevent client satisfaction.

• Relatively inexpensive and easy to interpret.

• Can be implemented on short notice.

• Convey to clients that their experiences and observations are 

important.

• Useful from managerial, public relations, and marketing perspectives.

• Can catch problems early, but are only one evaluator tool.
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Problem with Client Satisfaction 

• Vast majority of respondents indicate satisfaction with services 

received.

• Phenomenon of high satisfaction ratings can be seen in numerous 

studies.

• High levels of satisfaction found both in U.S. and internationally.

• Client satisfaction high even with little choice of facility, type of 

treatment, or practitioner.

• Can indicate satisfaction yet still report unmet needs.

• If satisfaction rate is below 75%, further investigation is warranted.
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Problems with satisfaction surveys



Outcome evaluation

 An outcome evaluation looks at the extent to which a program’s 

objectives are achieved

 Outcomes: The desired changes that the program will accomplish – Short-

Intermediate Measures 



Logic model

 A depiction of a program showing what the 
program will do and what it is to accomplish.

 A series of “if-then” relationships that, if 
implemented as intended, lead to the desired 
outcomes 

 The core of program planning and evaluation

 Effective program evaluation involves using logic 
models as a learning and management tool to use 
throughout a program’s life



WHAT DOES A LOGIC MODEL LOOK LIKE
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Logic model and evaluation 
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Needs/asset assessment:  

What are the 
characteristics, needs, 
priorities  of target 
population?

What are potential 
barriers/facilitators?

What is most 
appropriate to do?

Process evaluation:

How is program 
implemented? 

Are activities 
delivered as 
intended? Fidelity of 
implementation?

Are participants being 
reached as intended? 

What are participant 
reactions?

Outcome evaluation:  

To what extent are 
desired changes 
occurring?  Goals met?

Who is benefiting/not 
benefiting? How? 

What seems to work? 
Not work?

What are unintended 
outcomes?

Impact evaluation:  

To what extent can 
changes be 
attributed to the 
program?  

What are the net 
effects?

What are final 
consequences?  

Is program worth 
resources it costs?



Designing a program evaluation

 Who wants the results and what do they need them for? 

 How long has the program been underway? – Evaluation should be 
considered at every stage of the program 

 What is the program focus of the evaluation? – What are the goals of the 
program? 

 Short and long-term outcomes? 

 Are they measurable? 

 How will they be evaluated?  

 Define your evaluation tools, timing, and process before the program 
begins 



Bias



Evaluation design

 Selecting key areas to measure – Selecting data sources and indicators to 

use – Baseline and follow-up measures –

 Defining how you will measure success 

 Establishing baseline data and benchmarks for the areas to be measured



Baseline

 Allows comparison against baseline over time to measure program 

success 

 To ensure a baseline – Design evaluation plan before the program begins 

 Collect process and outcome measures at the beginning of the program 

to establish baseline (even if change in outcomes are not expected for a 

while)



One-Group Pretest-Posttest Design

 An overweight man who  exercises is later observed to be in trim 

shape



The Classical Experiment



Data for an evaluation

Quantitative:

o Surveys
o Participant 

assessments
o Cost-benefit analysis
o Statistical analysis of 

existing program data
o Some kinds of record 

and document review

Qualitative:

o Focus groups
o Interviews
o Observations
o Appreciative inquiry
o Case studies
o Some kinds of record 

and document review



Indicators

• Process indicators are typically data items routinely collected by an 

agency and used in program monitoring during program participation.

• Generally only include information from clients or program participants.

• Answers questions like: “What happens during the program?”

• Outcome indicators are generally collected from participants at 

program completion.

• Can include information from control or comparison groups.

• Answers question: ‘Does the program work well?”
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Parent Education Example: Evaluation questions, indicators 

Staff

Money

Partners

Parents increase 
knowledge of 
child dev

Parents better 
understand their 
own parenting 
style 

Parents use 
effective 
parenting 
practices

Improved 
child-
parent 
relations

Facilitate 
support groups

Parents gain 
skills in new 
ways to parent

Parents identify 
appropriate 
actions to take 

To what 
extent is stress 
reduced?
To what 

extent are 
relations 
improved? 

To what 
extent did 
behaviors
change? For 

whom? Why?  
What else 
happened?

To what extent 
did knowledge 
and skills 
increase? For 

whom? Why? 
What else 
happened?

Who/how many 
attended/did not 
attend? Did they 
attend all 

sessions?
Supports groups?  
Were they satisfied 
– why/why not?

How many 
sessions were 
held?   How 
effectively?

#, quality of 
support groups?

What 
amount of $ 

and time 
were 
invested?

8 
interactive 

sessions 
given 

to parents

Deliver  
interactive 
sessions

EVALUATION QUESTIONS

# Staff
$ used
# 
partners

# Sessions 
held 

Quality 
criteria

INDICATORS

#,% attended 
per session 

Certificate of 
completion

#,% 
demonstrating 
increased 
knowledge/skill
s

Additional 
outcomes

#,% 
demonstrating  
changes

Types of 
changes 

#,% 
demonstrating  
improvements

Types of 
improvements

Develop parent 
ed curriculum 

Reduced 
stress

Parents gain 
confidence in 
their abilities

Strong 
families



Components of the Evaluation Proposal 

and Report

• The Executive Summary:

• Brief description of findings, not unlike an abstract.

• Generally short (2-6 pages) and suitable for being sent to newspapers 

or other electronic media.

• Short sentences that are not overly complicated.

• Introduction:

• Describe why evaluation is being planned (a proposal) or was 

conducted (the evaluation report).

• State the purpose of the study or evaluation as explicitly as possible.
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Evaluation Report

• Review of the Literature:

• Purpose is to summarize major studies and gaps in the literature.

• Methodology:

• The methods section of the paper describes in detail how the 

evaluation was conducted 

• Participants.

• Measures section which describes the scales or instruments

• Data Collection & Analysis
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Evaluation Report

• Results (Findings):

• Contains what evaluator learned from collecting and analyzing data.

• Focus on the three most important findings

• Discussion:

• State what was found and interpret findings.

• Focus on the implication the findings suggests for the agency and 

those who fund or run similar programs.


