






• What is an evaluation plan?
• Developing your project 

evaluation plan
• Different types of methodologies
• Developing metrics



Evaluation Plan Structure (Example)

• Introduction
• Project overview
• Purpose of evaluation, how findings will be 

used and by whom
• Brief explanation of who is conducting the 

evaluation
• Logic Model
• Evaluation questions
• Data collection and analysis methods
• Timelines and deliverables
• Reporting & Distribution

Part 1

Part 2

Part 2



General Foundations of the 
Evaluation Plan
• developed before you begin your evaluation;
• is consistent with the available evaluation resources 

and agreed evaluation objectives;
• focuses on the most important types of information 

to know (i.e., need to know rather than nice to 
know);

• does not place undue burden on project / program 
staff or participants;

• is ethical and culturally appropriate.

Source: BetterEvaluation (2022).





 What success looks like: criteria and standards
Question: Do students who participate in the summer sustainability program 
demonstrate improved sustainability literacy over the course of the summer?
Criterion: An aspect, quality of characteristic of what your project attempts to 
achieve.
Students demonstrate improved sustainability comprehension
Standard: Standards refer to the levels of performance required for each of the 
criteria.
75% of participating students achieve a higher score on sustainability 
comprehension assessment in September as compared with May

Defining Success



Strong Evaluation Questions

• Appropriate: Align with evaluation purpose, definitions of 
success, context, and resources

• Answerable: Can be answered with data, sufficiently specific
• Timely: Align with evaluation and decision-making time frames
• Informative: Provide new insight, not leading or predetermined
• Evaluative: Determine merit or worth





Evaluation Questions vs 
Data Collection Questions

Evaluation questions Data collection questions
High level questions evaluation is designed 
to answer

2-5 questions that address the definitions of 
success

Provide direction and focus to evaluation
Guide what data to collet and how to 
analyze that data

Used to collect data to answer evaluation 
questions

Dozens of survey questions, interview 
questions, etc. that gather a range of data



Evaluation and Research Designs
• Evaluation Design  Research Designs
• Evaluation design is driven by the evaluation questions and measurement 

process.
• You’ll need a combination of methods and processes for different aspects of the 

evaluation.
Experimental
• Randomised control trial
Quasi-experimental
• Case comparison groups

Non-experimental
• Pre- and post-test studies
• Case studies
Qualitative, quantitative, mixed methods



Other considerations: Comparison groups



• Existing Information
• Documents/records
• Historical data
• Data about similar projects
• Join us for Information & Resources available for your project evaluation!

• New Information
• Documents/records
• Surveys
• Observations
• Interviews
• Focus Groups
• Assessments

Data Collection Methods

• Rubrics
• Concept maps



1. Ability to contribute to answering the evaluation 
question(s)
2. Inherent strengths and limitations of the method
3. Resources and evaluation capacity
4. Suitability for the focal population and context

Selecting Methods

Cultural congruence
• Align with cultural practices and norms
• Match language and literacy practices
• Demonstrate respect
• Yield accurate, trustworthy data
5. Credibility of the information obtained using the method



1. Who will administer or conduct the method?
2. Will we draw a sample and, if so, how?
3. How will the method be administered?
4. How will the instruments be designed?
5. How will the instruments and method be tested?
6. How will the data be analyzed?

Planning data collection





what success looks like
the questions you want to answer
the audience for the evaluation
your audience(e.g. who the program is for, how many people are in the 

project or receive a service and what their characteristics are)
what data are already available

Summary:

Other Considerations/Questions for Discussion with your Collaborators:
the maturity of your program (i.e., is it ready to evaluate outcomes or has it 
only just started?)
the type of project you are seeking to evaluate
 your resources (e.g. funding, staff, skills) and time frame
 whether you will conduct an evaluation internally or contract an external 

evaluator.



What do metrics do?
• Help you determine if you are reaching your goals. 
• Help you decide if you need to change course and revise 

your plan. 
• Prove progress and success to stakeholders, especially 

accrediting agencies and budget committees. 
• Provide clear targets for people implementing the plan. 
• Should inform resource allocation. 
• Encourage accountability.

Source: SCUP. Planning Institute Design.



How to Determine Metrics?
1. What outcomes would tell us we reached our goal?
2. How could we measure those outcomes?
3. How will we measure those outcomes?
4. What will we do with those measurements?

Source: SCUP. Planning Institute Design.



Quantitative and Qualitative Metrics

Quantitative: expressed through numbers.
Attendance, usage rate, staff FTE per student,
Qualitative: expressed through narratives.
Concept mapping, cultural mapping, narratives, stories.

Source: Fox, P., & Crowshoe, E. A. (2018). Indigenous Health Indicators. A participatory approach to co-
designing indicators to monitor and measure First Nations health. 36.



“Not everything that can be counted 
counts, and not everything that counts 

can be counted”
Albert Einstein



Metrics Development Consideration
1. Applying a Reality Check

• Accessibility of Data
• Frequency of Tracking
• Communicability of Concept

2. Mapping to Project Objectives
3. Confirming Metrics Benchmarks
4. Swapping Lagging for Leading Benchmarks
5. Ensuring Balance of Metric Categories

Source: EAB. (2016). Selecting Core Performance Metrics. 



The Right Metric
 Is simple and self-explanatory. 
Objectively measures success. 
Offers a comparison that gauges performance over time. 
 Involves a broad range of decision makers. 
Focuses stakeholder attention on what matters most to success. 
Measures impact, not activity. 
Provides a common language for communication. 
 Is cost-effective: The time and effort to track, compile, compute, and translate is justified by the 

quality of information gleaned. 
Matches the scope of the goal (example: if the goal covers the entire institution, the metric should 

cover the entire institution, too).

Source: Alfred, 2005; SCUP. Planning Institute Design.





Source: EAB (Based on literature review 
and EAB interviews and analysis. 
Bibliography available upon request. 



Create an Evaluation Matrix

Focus Group Survey Project 
Records

Observations

Evaluation 
Question #1
Evaluation 
Question #2

Metric #1 Metric #2 Metric #3 Metric #4
Evaluation 
Question #1
Evaluation 
Question #2

Create a Metric Matrix



Importance of Reporting
Determining your reporting strategy
1. Identify the story that needs to be told
2. Prioritize key, digestible messages over exhaustive 

reporting
3. Select style that will be most effective for specific readers

Source: Evergreen S.. EvergreenData (2022)



Evaluation 
Question 

(1-3)

To what extent have students 
increased their career readiness 
over the course of the project?

Data 
Collection 
Questions 

(20-25)

How many times have you met 
with a career counsellor?

What part(s) of the workshop 
did you feel was most effective?

Core 
Metrics  

(3-5)

Percentage of the first-year 
student population who 
interacted with career services
Number of student counseling 
sessions per staff member
Number of alumni volunteering 
with career services



Why are these steps important?
Good quality evaluation of the project allows to:
• to better understand what long-term or sustainable changes have occurred;
• to be accountable to different stakeholders and collaborators;
• to use the findings to advocate for changes in policies, strategies and practices; 
• to communicate achievements internally and demonstrate long-term successes, 

justify funds received, and solicit further funding;
• to assist in decisions about scaling up: provide information about which bits work 

and which bits don’t, and so provide policy-relevant information for redesign and the 
design of future programs.



Planning for Evaluation Infographic 
captures the steps we recommend to 
take as you design your project 
evaluation. 

Front-end planning for evaluation is 
important. 
Collecting and managing the data 
requires resources.
Ensuring there is a logical link 
between objectives, inputs, activities, 
outputs and outcomes.





Thank you!
Kukwstsétsemc

We always 
welcome your 

questions, 
inquiries, and 

feedback.


