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What is 
evaluation?
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“I want to evaluate my 

program”
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“My program” is not one 

thing…
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Formative

Summative

Process

Outcome

Impact
Developmental

Implementation

Cost-Benefit

Program Monitoring

Goal Free

Utilization-Focused

Participatory

Empowerment

Needs Assessment

To “evaluate” is not one 

thing…

Appreciative Inquiry

Democratic

Outcome Harvesting

Outcome Mapping

Most Significant Change

Realist

Internal

External

Objectives-Oriented



Evaluation: The Thought Process
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Systematic 

Assessment of

Program 

operation

Program 

outcomes

Compared to

Explicit 

Standards

Implicit 

Expectations



Why evaluate?
Motivate 

Funders and 
Donors

Monitor 
Mission 

Achievement

Improve 
Services

Increase 
Impact
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Evaluation



The Bottom Line

Does it work?

Why does it work?

Under what conditions 
does it work?

For whom does it 
work?

How do we make it 
better?
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Focusing your 
evaluation
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Map your program

Define key evaluation 
questions

Match questions with data 
sources
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Map your program

Define key evaluation 
questions

Match questions with data 
sources



Logic Models
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Resources
Activities/
Processes

Products
Short-
Term 

Outcomes

Long-Term 
Impact

Learn More: University of Wisconsin Extension

Online Logic Model Course
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Map your program

Define key evaluation 
questions

Match questions with data 
sources

(1) Why we want to evaluate

(2) What we want to learn
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The purpose of the evaluation is to determine:

_____________________________________

The results will be used to:

_____________________________________

Evaluation Purpose Statement
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The purpose of evaluation is to explore what 

areas of Positive Youth Development [the 

program] impacts among attending youth 

and which components of [the program] 

are the most effective.

Evaluation results will be used to advance 

programming to increase effectiveness and 

to report to funders.
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The purpose of evaluation is to determine 

how effectively [the foundation] builds 

capacity of local nonprofits to improve the 

quality of life of residents.

Evaluation results will be used to 

continually refine and improve [the 

foundation’s] programming and in turn to 

effectively communicate what we do and 

why.



Let’s Practice!
Draft an Evaluation Purpose Statement



Why Craft Key Evaluation 

Questions?
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Focus the 

Evaluation Design

Structure the 

Findings



20



21



Identifying Topics
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What keeps you up at night?

What do you want to know most about your program?



Most Critical

Consider:

• If you removed the area, could the program still work? 

• Which areas get you “in the door” with program 

consumers?

• Which areas are most directly linked to your mission?

What part of the program is most critical to 

achieving our goals and mission?
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What are the 
characteristics, 
needs, priorities  
of target 
population?

What are 
potential 
barriers/facilitator
s?

What is most 
appropriate to 
do?

How is program 
implemented? 

Are activities 
delivered as 
intended? Fidelity of 
implementation?

Are participants 
being reached as 
intended? 

What are participant 
reactions?

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?

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?
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Biggest Unknowns

Consider:

• Which areas already have a strong research backing?

• Which areas are newly introduced?

• Which areas do we have the least data about?

What part of our program do “we” 

know the least about?
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Let’s Practice!
Write down topics for your key 
evaluation questions.
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Phrasing Questions
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Evaluative

Pertinent

Reasonable

Specific

Answerable

As a set, Complete

Learn More: “Evaluation Question Checklist,” The 

Evaluation Center at Western Michigan University



Insider Phrasing Tips
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“to what extent…” rather than yes/no 
questions

Allow for 
Nuanced 
Answers

Dig deeper

e.g., differences based on participant 
characteristics or program variation

Utilize Sub-
questions

The question should make sense to 
someone outside the program

Define Your 
Terms
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To what extent does the department meet the needs of 

the community based on our strengths, expertise, values, 

and mission?

To what extent is the program implemented with fidelity?

In what ways is the foundation building capacity among 

local nonprofits? In what ways is the foundation not?

To what extent does participating in the program 

contribute to children’s increased self-esteem and self-

confidence?



Let’s Practice!
Transition your topics into key evaluation 
questions
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Stakeholder Engagement
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Finding Stakeholders
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Finding Stakeholders
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Think about…

Implementers Decision Makers Participants Partners

Those directly 

involved in 

operations

Those in a position 

to do or decide 

something

Those served or 

affected by the 

program

Those who actively 

support and/or 

have invested in 

your program or 

population

e.g., staff
e.g., leadership, 

board
e.g., beneficiaries

e.g., other related 

nonprofits, funders



Recommended Process for 

Stakeholder Engagement
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Ask them, Part 1: Brainstorm

Draft good KEQs

Ask them, Part 2: Prioritize

Revise and Finalize KEQs
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Map your program

Define key evaluation 
questions

Match questions with data 
sources
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Quantitative Data

Counting things

How common something is

Scale

Qualitative Data

Uncover meaning

What, how, and why

U
n

d
e
rs

ta
n

d
in

g



What is Quantitative Data?
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Sources of Quantitative Data
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Counts

Fixed-

Response 

Survey 

Questions

Financial 

Information

Demographic 

Data

Height, 

weight, 

volume, 

quantity, etc

Most 

secondary 

databases



Strengths of Quantitative Data
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✔ Precise, specific, concrete

✔ Capture or predict cause and effect relationships

✔ Generalize and replicate findings

✔ Testing existing theories

? Credibility



What is Qualitative Data?
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Sources of Qualitative Data
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Interviews + 

Focus 

Groups

Open-

Ended 

Survey 

Questions

Observations

Photos + 

Videos

Documents

Tweets + 

Other 

Social 

Media 

Posts

Testimonials

, Anecdotes, 

Success 

Stories



Strengths of Qualitative Data
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✔ Explore a topic you know little about

✔ Explore an emotionally sensitive topic 

✔ Explore issues with a difficult to access group

✔ Capture the “lived experience” of your program participants

✔ Give voice to the “how” and “why” of your quantitative results



Aim for a Combination
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Quant



Who do you collect the data 

from?
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Quantitative Data Qualitative Data

Mass Sampling

Selective Sampling
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If the answer to your key 

evaluation question is 100% 

perfect, how will you know?



Data Source

A B C D

E
v
a
lu

a
ti

o
n

 

Q
u

e
s
ti

o
n

1 ✔
✔

2
✔

3
✔ ✔
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Let’s Practice!
What data sources would you like to use?
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Questions?

Laura Sundstrom

Evaluator, Vantage Evaluation

lsundstrom@vantage-eval.com

(616) 260-2743

789 Sherman, Suite 140

mailto:lsundstrom@vantage-eval.com

