Evaluation Planning Process
Evaluation Background
Before beginning the evaluation planning, it might be helpful to consider as a group: what we think of when we hear “evaluation” (for example, taking stock, seeing what worked well, how things could be improved in the future, what is the impact of your efforts, what has changed, telling the story of what was accomplished) and why evaluation is important (for example, evaluation can help you see progress, improve your program, determine direction for the future, show yourself and others what was accomplished, show how effective a project is, and gain support from community, funders, etc.).  
There are several different kinds of evaluation:
Formative Evaluation is the kind of evaluation you do before you even start a project so that you know what kinds of things are needed and have the information to do it well (may also be considered needs and resource assessment).  
Process Evaluation is the kind of evaluation you do to see if the project was done the way said it was going to be done (for example, how many meetings did you have, how many people attended, how many times did the public service announcement air).  
Outcome Evaluation is the kind of evaluation you do to see what kind of long-term impact your project had (for example, was there a change in behavior)
There are different kinds of information you can gather and use for each of these types of evaluation:
Quantitative information has to do with numbers (how many pages, how many people, etc)
Qualitative information uses words or observations to describe what happened (what were the expressions on people’s faces? What did people say?)

Evaluation Planning Process

Before we even start the project, we need to know what information we want to collect.  

In order to evaluate each part of our program we ask ourselves these three questions:

· This project will be successful if…

· How could we measure this success?

· When will we collect this information?

We can organize this information into a table such as the one below.  Try to think about process and outcome and qualitative and quantitative information.  It might also be helpful to assign someone to be responsible for each of the items and note any materials needed.  Try completing one or two tables together and then breaking up into smaller groups to complete tables for the rest of the projects.  
Blank Table:

	Project: 

	Success
	Measure
	When
	Who

	
	
	
	

	Materials needed: 


Example of Completed Table:
	Project: Sticker Shock

	Success
	Measure
	When
	Who

	This project will be successful if we attach stickers to multi-packs of alcohol at package stores.  
	# of stickers used

# of stores asked to participate

# of stores visited

# of new stores visited this year
	All of these need to be tracked as we go, but we will add it all up at the end of the project.


	L

	This project will be successful if people (shoppers) notice the stickers.  
	Observe people in the store as we place the stickers and take notes

Exit survey – ask people as they leave the store if they noticed the stickers, if they think it will work, and if they’d seen the stickers before (in past campaigns)
	This information will be collected during the sticker shock activity, but notes and results of the survey will be written up and summarized by one week after the activity.  
	Observation: S & V 
Survey: L & S

	This project will be successful if we have information about the reaction of store owners.  
	Survey owners/clerks
Observe reactions such as facial expression and how they act while we’re in the store and take notes
	Survey: Immediately after sticker shock
Observation: during and notes written up by one week after
	Survey: S & V
Observation: A & S

	This project will be successful if articles are published about it.  
	# of articles published

Where the articles are published
	After the activity
	T

	This project will be successful if people under 21 have less access to alcohol.   
	Student health survey results
	Next year, we’ll review the results and see if numbers have changed since the last survey.  
	All

	Materials needed: Stickers (know how many are on a roll, so we can count rolls used), note pads, pens, clipboards, copies of exit survey, copies of store owner survey


Using the Evaluation Information

It’s only worthwhile and fun to go through all this work to plan and collect this information if you actually use it.  So after each project, make sure you review all of the information you’ve collected.  Look at the notes from your observations and the summaries of your surveys and try to sort out what things went well, and what things could be better next time.  Don’t forget to ask these same questions about the evaluation itself.   Are there questions you really wish you had the answers to?  Make sure that gets evaluated next time.  Are there bits of information that weren’t really useful or were too hard to get?  Skip that part next time or find another way to do it to give you better information.  

One way to summarize and keep track of all of conclusions you make is to do a plus/delta activity.  For this activity you divide a sheet of paper in half and draw a plus sign on one side and a triangle (the symbol for delta, which means change) on the other.  Ask everybody to list the things that went well with the project on the plus side and things that could be changed to do even better next time on the delta side.  Keep these sheets so that you have the information next time you start to plan your projects.  
Here is an example of a plus/delta for a school-based social marketing campaign.  Notice that there is information about the success of the campaign as well as the evaluation process itself.  
	+
	(

	We distributed 500 buttons to high school students
In a 10 minute observation period, we saw 50 students in the cafeteria wearing buttons

Students we interviewed really liked the colors we used
Students were more aware of the issue at post survey

We have information from post-surveys to plan for next year’s campaign

	Students felt the issue was not really relevant to their lives
The information on the buttons was too small to read

It was hard to reach all segments of the school population with just our peer group doing the post surveys

Some students may not have been honest because there were other students around when we asked post survey questions and/or because they knew we were the creators of the campaign

We didn’t have pre survey data to be able to compare our results


One idea for making sure that this evaluation planning gets carried out and there is information to review the success of all of your work is to assign someone the role of asking about evaluation for the group.  It could just be asking simple questions like when planning begins for a project, How are we going to evaluate that? or Do we have all of the tools we need to evaluate this project?  And at the end of a project, asking for time to results are compiled and reviewed.  This will help to ensure that evaluation doesn’t get forgotten and that results are used from year to year.  
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