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EVALUATION BASICS

EVALUATION RESOURCES/CORE CURRICULUM

2

SESSION OVERVIEW
➤Why Evaluation?
➤Types of Evaluation and 

CNCS Requirements
➤How to Choose Optimal Type 

to Use Based on What You 
Want to Learn

➤Get the Most Mileage from 
Your Data Using Social Math

➤Evaluation Research 
Questions
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LEARNING OBJECTIVES
1. Know how performance measurement and 

evaluation work together to help strengthen 
program impact

2. Identify ways to be a learning organization and 
build a culture of evaluation

3. Refresh AmeriCorps evaluation requirements
4. Clarify what type of evaluation is best for what 

you want to learn about your program 
5. Ideas for how to “spice up” your need and outcome 

data using social math
6. Develop preliminary ideas of research questions

for your evaluation

(Not) Evaluation is
“JUST”

an AmeriCorps
requirement

Think BIGGER…

WHAT TO MEASURE?
It’s All About Strategy…& Long Term View

Need to learn something about how a component of 
your program works?  What to improve?

Need to be able to confidently talk about 
the specific difference(s) created 
by your program ?  More than PMs…
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Measurements that don’t 
lead to MEANINGFUL ACTION

aren’t just useless…they 
are wasteful!

~Jim Clemmer

Stage 1:
Identify a strong 
program design

Stage 5:
Attain causal 
evidence of 

positive 
program 

outcomes

Stage 3:
Assess program 

outcomesStage 2:
Ensure effective 
implementation

Stage 4:
Obtain evidence 

of positive 
program 

outcomes

BUILDING EVIDENCE OF EFFECTIVENESS

Evidence 
Informed

Evidence 
Based

GOAL: BE A LEARNING ORGANIZATION
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AMERICORPS PROGRAM ACTIVITIES OVER TIME
Pre-Award

First Grant Cycle
FOUNDATIONAL ELEMENTS 1 2 3
Improve program design and implementation

Build and refine systems to collect high quality data

Performance measurement – use for continuous improvement

Evaluation planning

Build Staff capacity to collect, manage and use data

FOR RECOMPETE – Need Evaluation Plan

Second Grant Cycle
CONDUCT EVALUATION AS PLANNED 4 5 6
FOR RECOMPETE – Need Evaluation Report and 
Next Evaluation Plan

Third Grant Cycle +
CONDUCT EVALUATION AS PLANNED 7 8 9
FOR RECOMPETE – Need Evaluation Report and 
Next Evaluation Plan

TIMELINE
• Timeline of when you expect to carry out each of your key 

evaluation activities specified in your plan.

Evaluation
Activities

Q1:	Sept-Nov;	Q2:	Dec-Feb;	
Q3:	Mar-May;	Q4:	Jun-Aug

Example	of	Timing	of	Activities	for	Grant	Year	1	– 3
Year	1 Year	2 Year	3

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Develop/refine	logic	model +
Hire/identify	evaluator +
Develop	evaluation	plan	
and	data	collection	tools + +
Recruit	study	participants	 +
Data	collection + + + +
Analysis/	interpretation +
Report/	dissemination + +

PROCESS 
EVALUATION

FOCUS:  PROGRAM 
IMPLEMENTATION
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IMPACT 
EVALUATION

FOCUS:  CAUSALITY
& PROGRAM IMPACT

TAKE ACTION NOW

Brainstorm:
1. What you want be say about the 

value of your program?
2. What implementation challenges 

have you experienced?

SOCIAL MATH
What is That…?
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SOCIAL MATH BASICS
➤ Compare number with 

something easily 
understandable to audience

➤ Make numbers smaller and 
more familiar

➤ Compare amount with what’s 
spent on issue now

➤ Good for Both Need and 
Outcome Data

https://youtu.be/AgPr4RF0B8U
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If every person in 
the US changed their 

page margins from 
1.25 to .75...

We would save a 
forest around the 

size of Rhode Island      
each year.

TAKE ACTION NOW

What numbers do you use to 
talk about YOUR program?

How could you use social math?
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RESEARCH QUESTIONS

WHY ARE RESEARCH QUESTIONS IMPORTANT?

• Foundation of a successful 
evaluation

• Defines topics evaluation 
will investigate

• Guides planning 
process

• Provide structure to 
evaluation activities

Research 
Questions

Data 
Collection

Analysis

Conclusions

Questionnaire 
Design

STEPS FOR DEVELOPING RESEARCH QUESTIONS

• Step 1: Use your logic model to clarify 
program design and theory of change

• Step 2: Define the evaluation’s purpose and 
scope

• Step 3: Determine the type of evaluation 
design: process or outcome

• Step 4: Draft and finalize evaluation’s research 
questions
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STEP 1: USE A LOGIC MODEL TO CLARIFY THE 
PROGRAM DESIGN
• Logic model = graphic “snapshot” of how program works 

(theory of change)

• Research questions should test some aspect of 
program’s theory of change as identified in logic model.

STEP 2: DEFINE EVALUATION’S PURPOSE AND SCOPE

• Why is the evaluation being done? What 
information do you or your stakeholders need or 
hope to gain?

• What requirements does the evaluation need to 
fulfill? 

• Which components of the program are the 
strongest candidates for evaluation?

NOTE: You do not need to evaluate your whole 
program at once 

STEP 2: DEFINE EVALUATION’S PURPOSE AND SCOPE

• How does the evaluation align with the long-
term research agenda for your program?

• What resources (budget, staff, time) are 
available for the evaluation?
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STEP 3: DETERMINE TYPE OF EVALUATION: PROCESS 
OR OUTCOME
PROCESS EVALUATION OUTCOME EVALUATION

• Goal is generally to inform changes 
or improvements in the program’s 
operations

• Documents what program is doing 
and to what extent and how 
consistently program has been 
implemented as intended

• Does NOT require a comparison 
group

• Includes qualitative and quantitative 
data collection

• Goal is to identify the results or 
effects of a program

• Measures program beneficiaries' 
changes in knowledge, attitude(s), 
behavior(s) and/or condition(s) that 
result from program

• May include a comparison group 
(impact evaluation)

• Typically requires quantitative data 
and advanced statistical methods

STEP 4: DRAFT AND FINALIZE EVALUATION 
RESEARCH QUESTIONS
Research questions = list of questions to be 
answered at the end of the evaluation.

DESIGNING RESEARCH QUESTIONS

Research questions for PROCESS EVALUATIONS ask:

Who?
What?
When?
Where?
Why?
How?

About:
Inputs/resources
Program activities
Outputs
Stakeholder views
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DESIGNING RESEARCH QUESTIONS

Changes?
Effects?
Impacts?

Research questions for OUTCOME EVALUATIONS ask 
about: 

(Short-term)

Knowledge
Skills

Attitudes
Opinions

(Medium-term)

Behaviors
Actions

(Long-term)

Conditions
Status

PROCESS 
EVALUATION

FOCUS:  PROGRAM 
IMPLEMENTATION

RESEARCH QUESTIONS: 
PROCESS EVALUATION
Examples:
• How is the program being implemented?
• How do program beneficiaries describe their program 

experiences?
• What resources are being described as needed for 

implementing the program?

TIP: Often uses exploratory verbs, such as report, 
describe, discover, seek, or explore
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SAMPLE RESEARCH QUESTIONS FOR PROCESS 
EVALUATION

Broad TO More Specific

How is the program 
being implemented?

Are staff implementing the program 
within the same timeframe? 

Are staff implementing the program 
with the same intended target 
population?

What variations in implementation, if 
any, occur by site? Why are variations 
occurring? Are they likely to effect 
program outcomes?

Are there unique challenges to 
implementing the program by site?

Broad TO More Specific

How do program 
beneficiaries describe 
their program 
experiences?

What are the benefits for program 
beneficiaries?

Are there any unintended 
consequences of program 
participation? 

What resources are 
being described as 
needed for 
implementing the 
program?

What recommendations do program 
staff offer for future program 
implementers?

SAMPLE RESEARCH QUESTIONS FOR PROCESS 
EVALUATION

SAMPLE PROCESS EVALUATION QUESTIONS

Is there any difference in member performance based 
on the # of hours served?  (e.g., FT, HT, QT, MT etc.)

Is there a difference in retention for members recruited  
locally versus nationally?

Which outreach approaches yielded the best level of 
new target audience participation in our program?

Does supervision style affect member experience?
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TAKE ACTION NOW

Identify at least 3 possible 
process evaluation

questions for YOUR program

IMPACT 
EVALUATION

FOCUS:  CAUSALITY
& PROGRAM IMPACT

• Did program beneficiaries change their (knowledge, 
attitude, behavior, or condition) after program 
completion?

• Did all types of program beneficiaries benefit from 
the program or only specific subgroups?

RESEARCH QUESTIONS: OUTCOME EVALUATION
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What Changed? Did YOUR Program Cause the Change?

— CAUSALITY—

RESEARCH QUESTIONS: IMPACT EVALUATION

• Are there differences in outcomes for program 
participants compared to those not in the program?

Pre-test Treatment Post-test

Intervention Group O X O

Comparison Group O O

Control Group O O

OUTCOME EVALUATION: 
Did [model, program, program component] have 
a [change, effect] on [outcome(s)] for 
[individuals, groups, or organizations]?

IMPACT EVALUATION:
Did [model, program, program component] have 
an [impact] on [outcome(s)] for [individuals, 
groups, or organizations] relative to a 
comparison group?

RESEARCH QUESTION TEMPLATE: 
OUTCOME & IMPACT EVALUATION
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TAKE ACTION NOW

Identify at least 1 possible 
outcome/impact evaluation
question for YOUR program

IMPORTANT POINTS TO REMEMBER

Step into an 
evaluation 
mindset, 
BEFORE you 
are required to.

IMPORTANT POINTS TO REMEMBER
PRIOR to developing research questions, define the 
evaluation’s purpose and scope and decide the type 
of evaluation design – process or outcome.
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IMPORTANT POINTS TO REMEMBER
Research questions: 

➤ Set the stage for all 
evaluation activities 

➤ Vary depending on whether 
process vs outcome 
evaluation 

➤ Should be clear, specific, and 
well-defined

➤ Should be developed in 
consideration of your long-
term research agenda

RESOURCES

• CNCS’s Knowledge Network
– http://www.nationalservice.gov/resources/americorps/evaluation-

resources-americorps-state-national-grantees

• The American Evaluation Association
– http://www.eval.org

• The Evaluation Center
– http://www.wmich.edu/evalctr/

• The Community Tool Box
– http://ctb.ku.edu/en/table-of-contents/evaluate/evaluate-

community-interventions/choose-evaluation-questions/main

• Choosing the Right Research Questions
– http://www.wcasa.org/file_open.php?id=1045

Feel Free to Contact Me with
Questions

Susan Hyatt

shyatt@bigpurposebigimpact.com
@Susan_Hyatt


