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Hi! I'm Sheda.

I've spent my career as a trusted teacher,
mentor, and coach, and pour all that
experience into my talks and workshops.

I'm a speaker, educator, and consultant
with a passion for the science of teaching
and learning, presentations, and asking
qguestions. Through my talks, professional
development workshops and university
courses, | teach people how to make the
most of professional learning and how to
ask good questions, along with program
evaluation, survey design, data
visualization, audience engagement, and
presentation design.

| am also a Certified Presentation Specialist (CPS)™, and currently the
Director of Education, Training and Advocacy at the Presentation Guild,
and Senior Design and Facilitation Consultant with Evergreen Data.

My doctoral research project was a program evaluation of a professional
development program. I've always been fascinated by what we can learn
from looking “under the hood"” of our programs, understanding how they
are designed, implemented, and operated, and the degree to which they
do (or sometimes don't) produce the outcomes we expect.

I'm always amazed at what we can learn from a good program evaluation,
and | hope this workbook helps you discover exciting new insights from
the programs you're working with.
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WHAT IS Program Evaluation?

Program evaluation is the process of applying systematic methods to collect,
analyze, interpret, and communicate data about a program to understand its design,
implementation, outcomes or impacts.

Evaluation also seeks to understand the quality, value, and importance of programs,
policies, or products. Simply put, program evaluation is posing important questions,
gathering data to answer those questions and more deeply understand a program,
and then using what is learned to inform good decisions.

For example, you may need to know:

* How well does is the program working? Is it changing practice?

* |sthe program meeting the needs of the participants?

* To what extent has there been progress toward the program’s stated objectives?

* Do you have evidence of specific outcomes that may be attributable to the
program?

* How can the program be improved?

One of the inherent benefits of program evaluation is its flexibility. There are

numerous approaches and frameworks, and evaluation can be conducted before,
during a program, and after the program ends.

WHY CONDUCT Pragram Evaluation?

» Address relevant questions; learn about programs; gain insight
» Determine the value of program efforts

» Make evidence-based judgments about value

* Document program strengths

* Make recommendations for program improvement
» Change practice

* Understand new interventions

* Make better decisions

» Satisfy accountability requirements

* Beable to compete for scarce funds

» Contribute to continuous improvement efforts

©2022 Custom Professional Learning, LLC 5



FIVE PHASES OF Pregram Evaluation

Evaluating a program consists of five
interdependent phases that don't necessarily
occurin a perfectly linear fashion.

ENGAGEMENT & UNDERSTANDING

Program evaluation is most successful when
those involved are engaged and work
collaboratively. Consider who (inside or
outside of the organization) should be
involved in both the planning and
implementation of the evaluation.

EVALUATION QUESTIONS

Developing evaluation questions is

foundational to effective program evaluation.

Evaluation questions form the basis for the
evaluation plan and drive data collection.

DATA COLLECTION

Using the evaluation questions as a guide,
data collection strategies are identified and
datais collected. Some questions may point
to quantitative methods(e.qg., surveys), while
other may point to qualitative methods(e.qg.,
interviews, focus groups, observations).

DATA ANALYSIS & INTERPRETATION

This phase scares people the most. People
often think they need to understand statistics
or have advanced spreadsheet skills. They
worry when datasets aren't perfect or
whether they have collected dataina
“scientific” enough way. They wonder whether
data - answers to open-ended questions from
surveys or interviews - is reliable and valid.
There are many accessible resources to help
learn data analysis and put these fears to rest.

REPORTING & USE

Evaluation should be conducted with an
emphasis on use. Once data are interpreted
and insights gleaned, consider how to report
this new learning to interested parties. A
simple formula for effective reporting
includes:

1.identifying appropriate audiences for
evaluation reports,

2. understanding the audience’s information
needs, and

3. knowing how the audience consumes
information(e.qg., reports, infographics,
webinars, websites).

Engagement &
Understanding

Reporting &

5 Phases of
Use Program

Evaluation
Questions

Evaluatio

Data Analysis &
Interpretation

Data Collection
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RESEARCH VS Pragram Cvaluation

Evaluation bears a strong resemblance to research. Both start with one or more questions to
be answered, followed by data collection, data analysis and interpretation, and reporting of
findings and conclusions. The two differ in a few key ways, however:

Research Evaluation

Testing theory and Examining the implementation of or
What is the producing generalizable determine the effectiveness of a
purpose? findings. Generating specific program or model in order to
knowledge. inform decisions.
Scholar/researcherina Evaluation clients, interested parties
discipline. and primary intended users of

Who poses the evaluation findings (evaluator can

uestions? . . .

q collaborate and help identify evaluation
questions).

How are quality & Judged by peerreviewin a Judged by those who will use the

Importance discipline. findings to take action and make

determined? decisions.

What is the Generalizability, Usefulness for sensemaking to improve

ultimate goal or contributionto a decisions and effectiveness.

test of value? knowledge base.

In addition, evaluation typically produces recommendations for the program, based
on the findings. Recommendations can be developed by the evaluator or evaluation
team, orin collaboration with the evaluation client.

Research Evaluation

Purpose/Goals Purpose/Goals
Nature of questions Nature of questions
Who generates questions 5, Who generates questions
How results are used = How results are used

n
L
=
N =
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ENGAGEMENT &
UNDERSTANDING
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Pragram Evaluation PLANNING WORKSHEETS:

EVALUATION PLANNING:
Program name:

NOTES

Why is the evaluation being
conducted?

»  Why now?

When (if at all) has the program been
evaluated previously?

» What was learned from
previous evaluation(s)?

What programmatic decisions might
be made based on these evaluation
results?

«  When will decisions be
made based on the
evaluation?

What aspects of the program will and
will NOT be evaluated at this time?

What standards (i.e., type or level of
performance) must be reached for
the program to be considered
successful?

©2022 Custom Professional Learning, LLC 9



Pragram Evaluation PLANNING WORKSHEETS:

EVALUATION PLANNING:
Program name:

NOTES

What resources are needed to
conduct the evaluation?

* How will resources be
provided for the evaluation?

When will evaluation begin and end?

How will interested parties be
engaged and involved in the
evaluation?

When (i.e. at which points
during the evaluation) will
interested parties be
engaged?

When will data be collected, and
analyzed?

* How will data be managed,
and stored?

When are interim and final reports
(or other deliverables) due?

* How will reports (or other
deliverables) be formatted
(i.e. formal reports, slides,
podcasts, etc.) and how will
these (and other
information) be
disseminated?

©2022 Custom Professional Learning, LLC 10



INTERESTED PARTIES / PRIMARY INTENDED USERS

You might think of “interested parties” as a wide
range of individuals and organizations who have an
interest in the program. “Primary intended users” are
those who will use the results of the evaluation to
make decisions about the program. Here is one way
to think about three levels of interested parties and
their involvement in the program design and
evaluation:

VALUES

1. Those who VOTE and are empowered to make
decisions about the program.

2. Those who have a VOICE and will provide advice
and information on the program and evaluation.
Those with a VOTE are committed to listening to
this this group,

3. Those whose VALUES are incorporated in the
program, and whose insights will be used to
improve the program. Those with a VOTE are
committed to understanding them and
incorporating their values and insights.

Keep in mind that there will always be people outside the circles whose values and perspectives are not
being considered, and who have no power. Who are these people?

(credit to John Gargani for “3 Vs concept)

TIPS FOR WORKING WITH INTERESTED PARTIES / PRIMARY INTENDED USERS

* Involve them early in the process.

* Asyou expand your list, prioritize by who is vital, important, or nice to have.
» Consider their motivation to participate in the evaluation.

* Provide options for them to be involved.

» Consider what each brings to the process to be sure that engaging them will be worth
everyone’s time or add value or benefit to each group.

* QOutline what each person might be expected to contribute.
* QOvertime, continue to see if there might be new people who should be involved.
» Consider engagement strategies:

* How will you inform them and get information from them?

* Willyou invite them to meetings or other events, talk with them individually, create
presentations or infographics for them?

*  Willyou interview them or invite them to participate in focus groups to get their
perspectives?

©2022 Custom Professional Learning, LLC 1
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Pragram Evaluation PLANNING WORKSHEETS:

INTERESTED PARTIES / PRIMARY INTENDED USERS:

Program name:

Interested parties can be anyone with an interest in the evaluation results. These can be people inside or
outside the program itself. Primary intended users refers to those individuals who will actually use the
findings and recommendations to make decisions about the program.

Here are some potential categories of people who may have an interest in the program or use evaluation
results:

Program Staff, Leadership

Program Participants, Clients, Members of the specific population served by the program:
Funders, Grantees

Donors, Contributors

Volunteers

Community Members

Politicians, Lawmakers

Others from other programs or similar organizations

Others

NOTES:

©2022 Custom Professional Learning, LLC 12




Pragram Evaluation PLANNING WORKSHEETS:

PROGRAM DESCRIPTION:
Program name:

There are three primary reasons to articulate a
program description.

1. Ensure that all involved parties have a shared
understanding of what the program is and
what it does.

2. Clarify any assumptions that people may have
about the program and its operations.

3. The description naturally leads into the next
section of the evaluation plan - the logic
model.

Program description may identify what the
program is, what it does, the problem it seeks to
address, why it was developed, who it serves or
hopes to serve, and who runs the program. It may
include: goals/objectives, critical
components/activities, characteristics of the
personnel delivering program, the physical
setting, or other characteristics of the program or
contextual factors.

If the program doesn't already have a detailed

description, use these questions to help you
develop one.

*  Whatisthe problem the program is designed to
address?

*  What are the causes and consequences of this
problem?

* How bigis the problem?
* What are the program goals or objectives?

*  Who are the intended program participants
(aka recipients, beneficiaries, clients)?

* How isthe program structured?
*  Whatisthe content of the program?
*  What activities does the program do?

¢« What are other characteristics of the
program?

NOTES:

©2022 Custom Professional Learning, LLC 13




LOGIC MODEL for Pragram Euvaluation

A'logic model is a graphical representation of the program, and usually incudes the:

* Inputs(what it takes to run the program, resources)

* Activities (what the program does)

Outputs (what the activities produce; e.g., number of participants, number of sessions)

» Outcomes (how participants are expected to change as a result of participating in the
program)

Logic models are typically on one page and often consist of a series of boxes and arrows
showing how the components relate to each other, but can take any shape or size.
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Pregram Evaluation PLANNING WORKSHEETS:

INPUTS

ACTIVITIES

OUTPUTS

SHORT TERM
OUTCOMES

LONG TERM
OUTCOMES
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EVALUATION
QUESTIONS
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Pregram Evaluation QUESTIONS

STRATEGIES FOR DEVELOPING EVALUATION QUESTIONS:

* Whose information needs are going to be considered?

* What are the information needs?

* What do you need to know about the program for the purpose of the evaluation?

* What do you need to know in order to make necessary decisions about the program?

* Who will develop the evaluation questions? The evaluator? Program personnel? Other
interested parties? Will questions be developed collaboratively?

HINT:

Try “to what extent...?” questions vs YES/NO questions.

77N

INFO NEEDS

N
|

| Consider... |

SN | SN
] PEOPLE

-P— ~— PROGRAM ~—

N S

PROGRAM EVALUATION QUESTIONS BANK:

A bank of generic evaluation questions can serve as inspiration for the types of questions
typically asked for an evaluation. Questions should be tailored with the specifics of the
program.

©2022 Custom Professional Learning, LLC 17



Pragram Evaluation QUESTIONS BANK

Strategies for developing evaluation questions:

* Whose information needs are going to be considered?

* What are the information needs?

* What do you need to know about the program for the purpose of the evaluation?

* What do you need to know in order to make necessary decisions about the program?

* Who will develop the evaluation questions? The evaluator? Program personnel? Other
interested parties? Will questions be developed collaboratively?

Program evaluation can help answer a multitude of questions such as:
 Doesthe program (you can also substitute “policy” or “intervention” here) work?
» Does the program do what we want it to do?

* How well does the program work?

» Does the program work well for the reasons we think it does?

* Why does the program work?

* How much does the program cost with regard to the benefit gained?

» Does the program have side effects or unintended effects?

* Does the program match the values of the stakeholders?

» Does the program match the needs of the people served?

» Does the program as implemented match the intended design?

* Do the outcomes the program has achieved match the goals?

Evaluation can also help develop and improve programs from an early stage. Questions can be
developed around program operations, measuring how well activities were implemented, or
understanding what a program achieves over time.

Examples of formative evaluation (aka implementation or process evaluation)
questions:

* |Isthe program reaching the intended population?

* Who is being impacted by the program? (this is different from: Who did the program intend to
impact?)

* What proportion of the intended population is served by the program?

« What is the intensity of participation in program services by those served? (How much / how
often do people participate? Do program participants persist to complete the program? If
people leave during the program, why is this?)

©2022 Custom Professional Learning, LLC 18



* Isthe program being delivered (implemented) as intended?
* In what ways (if any) does the implementation of the program differ from the plan?
* What program activities were accomplished?

* What resources were required to implement the program?

Summative evaluations (aka outcome or impact evaluations) generally measure the changes
that occur as a result of the program’s activities.

Examples of summative evaluation questions:

* Isthe program producing the expected outcomes (i.e. achieving its goals)?

* To what extent are the purpose, goals, and objectives of the program achieved?
* How do the effects of the program vary across participants?

* Towhat extent is there progress toward program objectives?

* What are the outcomes of the program -- whether or not they were intended?

* What is the evidence of the program's effectiveness in meeting its stated goals and
objectives?

» Can changes be attributed to the program (or are they the result of other factors)?

» Do program outcomes (or impacts) vary across different (i.e. demographic) groups of
participants?

* How can the program be improved?

» How does the program’s effectiveness compare with that of similar programs (i.e. alternative
interventions)?

* If the program is considered successful, what "facilitates" that success?
* Should the program be scaled up or expanded?

» Should the program be continued or discontinued?

* Isthe program worth the resources expended (i.e. the costs)?

* Has the program made a difference in the community?

Note: Many organizations use particular These terms have overlapping, and often

definitions of words such as: interchangeable definitions. Check with your
organization and use their accepted vocabulary.

* Program

* Project

* Intervention

» Qutcomes “Now that you've got the questions straight,

e Results how are you going to find the answers?”

» Effects

+ Impacts Michael Scriven

* Implementation

* Process

©2022 Custom Professional Learning, LLC 19



Pragram Evaluation PLANNING WORKSHEETS:

EVALUATION QUESTIONS:
Program name:

NOTES:

©2022 Custom Professional Learning, LLC




DATA
COLLECTION
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DATA COLLECTION FOR Pragram Evaluation

WHAT CAN YOU MEASURE?
* Knowledge
* Thoughts, feelings, opinions, perspectives...

» Behaviors(*but unless we are observing, we are measuring respondents” perceptions of their
behaviors)

« Attributes(demographic characteristics)

DATA COLLECTION STRATEGIES/TOOLS:
The following are some of the many tools and strategies we can use to evaluate programs.

O- o?o0 (=]
—| Surveys —[) Interviews Focus groups Q Photographs
Sl [ [ NN

Journals Observations
=]l &8

Record/Artifact Rubrics
Reviews

O il
O Il
O il

QUANTITATIVE & QUALITATIVE DATA:

Quantitative data are numerical data and result from counting or measuring how much, how
many, or how often. Qualitative data are textual and result from asking open-ended questions
on surveys, or questions during interviews or focus groups. Photos, videos and other artifacts
are consider qualitative data as well.

7% 005 "

§23195 pgy |WOrds o=t
et 4 | Yo transoripes
" 34, 500 \ "04_.“
.08 peregrepht
QUANtitative QUALitative
* More breadth * More depth
* Number of respondents can be large * Number of respondents typically small
 Useful for reporting on outcomes with  Produces vivid(rich, thick, detailed)
precision descriptions of program participants,

responses to program activities,
processes, outcomes

» Capable of capturing subtle nuances

» Perception of credibility, authoritativeness
» Useful for wide scope & short time

©2022 Custom Professional Learning, LLC 29



Pragram Evaluation PLANNING WORKSHEETS:

DATA COLLECTION MATRIX:
Program name:

A data collection matrix helps ensure that there are data collection strategies identified for
each evaluation question.

Evaluation Data collection strategy

Data source(s) - Timeline

Question(s)

©2022 Custom Professional Learning, LLC 25



DATA COLLECTION TOOLS for Fragram Cvaluation

SURVEYS:
E E The first thing you learn is that there is no right way to ask a question.

- Paul Peterson, editor-in-chief, Education Next

How evaluators ask a question can dramatically influence the answers they receive...
Minor changes in question wording, format, or order can profoundly affect results.

-Schwarz, N., & Oyserman, D.(2001). Asking questions about behavior: Cognition,
communication, and questionnaire construction. American Journal of Evaluation, 22(2), p.127-

160.
@

PURPOSEFUL SURVEY DESIGN PROCESS
1. Planning and predrafting
a. Determining and articulating survey purpose
b. Understanding what surveys can measure
c. Understanding survey respondents
2. Developing questions
a. Sourcing questions
b. Crafting question stems and response options
3. Finalizing
a. Pretesting
b. Preparing for administration, analysis, and use

-Robinson, S.B. & Leonard, K.F.(2019). Designing Quality Survey Questions. SAGE Publications, Thousand
Oaks, CA.

WHAT? WHY? SO WHAT? NOW WHAT? (based on a critical reflection model)

ASK WHY?
Why is this important to know?
How does it connect to aresearch or

ASK WHAT? evaluation question?
What information do you need? What do you

need to learn or report? ASK SO WHAT? NOW WHAT?
What are you attempting to measure? What's the ‘so what’ factor ?

What is MOST important to know about this? What will you DO with this information?

©2022 Custom Professional Learning, LLC 2



DATA COLLECTION TOOLS for Pragram Evaluation

INTERVIEWS:
* Have aplan, prepare a script to open and close the interview

» Ask all or mostly the same questions but you can use different probes or add/change
questions,

 Mostly (or all) open-ended questions; good for developing themes across respondents

* Must develop a rapport with respondent and start with easier questions

+ Avoid leading questions (same as with surveys - look for presuppositions in your questions)
* "How much did you enjoy the movie?” presupposes that you did.

®
FOCUS GROUPS:

+ See”How to Conduct Focus Groups for Data Collection” for details on conducting
focus groups.

Depth of insight

Vivid descriptions

Nuance

Details

Look beyond the numbers

Allow for probing questions

]

Participants build on others’ idea

©2022 Custom Professional Learning, LLC 25



DATA ANALYSIS &
INTERPRETATION
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DATA ANALYSIS & INTERPRETATION TOOLS

For QUANTITATIVE data: For QUALITATIVE data:

* Frequencies » Coding strategies
» Measures of Central Tendency

* Mean - the mathematical average ofa ~ WHERE DOES QUALITATIVE DATA COME
given set of values FROM?

* Median - the value that separates the o Interviews
greatest and least in a given set of
values (the middle)

* Mode - the value that occurs the most k )
oftenin a given set of values + Field notes & observations

» Videos or photos

* Focus groups
* Open-ended survey questions

NOTES ON QUALITATIVE DATA AND QUALITATIVE DATA ANALYSIS:

* You might be asking respondents questions like why?, what does this mean to you? and how
has this impacted you?

* These can be deep questions that encourage respondents to think carefully and let their
emotions emerge. With good questions, the result is a deeper understanding of what is
happening in programs.

* People often ask about the validity of qualitative data. The concept of validity is what is
applied to quantitative analysis. When we talk about qualitative research we speak of
trustworthiness or credibility of the data.

* Qualitative data is often analyzed through a process of coding.

* The goal of qualitative data analysis is to examine, interpret, organize and label is to that you
can uncover emerging:

* themes

* patterns

* concepts

* insights

* understandings

©2022 Custom Professional Learning, LLC 27



REPORTING &
USE
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REPORTING & USE TOOLS

COMMUNICATION PLAN * What will go in the body of the report, and
what will go in the appendix?

A communication plan helps track the . . .
* What key points might appearin an

different audiences or recipients of

evaluation reports, their information needs, executive summary, infographic, or one-
the types of reports that will be produced, and pager?
any associated costs.
» Audience for the report WHAT TYPES OF VISUALS ARE IN
* Information needs REPORTS?
* Report type & format « Images/ illustrations
e Timeline * |cons
* Who will prepare & deliver report « Graphs/ charts
» Coststo produce report . Maps
» Diagrams
CONTENTS OF THE REPORT * Timelines

+ What are the key messages, and why should  * Headings
people care?

* What will be reported?

* How will you order / organize report
contents?

EXAMPLE COMMUNICATION PLAN:

Audience Information Needs Report type and Timeline ~ Who will Costs to
format prepare and  produce
deliver? report?
Board Understand the program Written executive 01mtg Printing
and the main outcomes of ~ summary + presentation costs
the evaluationinorderto  with slides at monthly
pledge support for meeting (full report
program available upon request)
Program Know all program Fully detailed written 01mtg Copyeditor

Managers outcomes and findings of ~ report + presentation
the evaluation in detail in with slides at monthly
order to revise program meeting
implementation if needed

Public See highlights of what Website page & 1-page Ready by Web
programis/does, and key =~ downloadable 02 development
findings to understand infographic
program and its main
outcomes

©2022 Custom Professional Learning, LLC 29



Pregram Evaluation PLANNING WORKSHEETS:

COMMUNICATION PLAN:
Program name:

Who will Costs to
Timeline prepare and produce
format deliver? report?

Report type and

Audience Information Needs

©2022 Custom Professional Learning, LLC 30



FURTHER READING:

Professional Development
Program Evaluation for the Win

Wouldn't it be great if you knew
when your professional learning
programs were successful?

FREE eBook from Frontline

Education.
PR — Designing Quality Survey Questions
DESIGNING QUALITY

SURVEY QUESTIONS Surveys are a cornerstone of social and
behavioral research, and with the use of

web-based tools, surveys have become an
easy and inexpensive means of gathering
data. But how researchers ask a question
can dramatically influence the answers
they receive.

s ©SAGE Publications, 2019

+ Articles on survey design

 Qutputs are for programs. Qutcomes are for people.

©2022 Custom Professional Learning, LLC
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FINAL THOUGHTS ON Paggram Evaluation

BUILDING A CULTURE OF EVALUATION

Program evaluation is best accomplished when the organization and community are familiar
with evaluation, understand the purpose and benefits of conducting evaluation, and agree to
support the evaluator and evaluation team.

» Achieving a culture of evaluation can be accomplished by:

» Educating people about evaluation

» Keeping evaluation policies, practices and procedures open and transparent
* Inviting input, feedback and participation from interested parties

» Sharing information widely

* Embracing and modeling evaluative thinking

EVALUATIVE THINKING

Evaluative thinking is essentially a combination of some thinking skills (e.qg., critical thinking,
creative thinking, inferential thinking, and practical thinking) and some evaluative attitudes
(e.qg., desire for the truth, belief in the value of evaluation, belief in the value of evidence,
inquisitiveness, and skepticism). It's about posing thoughtful questions, pursuing deeper
understanding of context through reflection and perspective taking, strategizing, identifying
assumptions, and then making informed decisions.

Evaluative thinking can help us understand context and what it brings to bear on the data we
choose to collect, analyze, and use to inform decision-making. Evaluative thinking is important
because it brings to the forefront an awareness of evaluation and its purposes and benefits for
an organization, and helps us to sustain good evaluation practice, which in turn, helps us to
make effective programmatic decisions.

When a WHY is clear. these whe share that belief will be drawn ts it and
maybe want te take part in bringing it te lfe.

- Simen Sinek, ‘Start With Why"
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