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Step 12. Implement the project

The day will come when the project is actually implemented. All of the planning effort 
is fi nally realized. Each type of event (e.g., workshop, class meeting, community forum, 
fi eld day) requires a unique set of actions, materials, and equipment. Hopefully, adequate 
pre-planning will have been done, allowing instructors and leaders to focus on the needs 
and educational experience of the participants. Event planners often fi nd that creating 
checklists and detailed agenda are helpful. The more complex the event, the more 
important it is that each person knows what to do when. 

One very surprising fi nding from interviews of agency educators is their sense that if a program 
is created, there will be an audience. Some managers base this assumption on their needs 
assessment, but in general, there was a belief that people would naturally be interested in the 
program and would show up. Very little attention was paid to how these people would fi nd out 
about the program. In other words, there wasn’t much thought given to promotion. And as one 
educator noted: “Sometimes we make a product and don’t go to the intended audience to see if 
it’s what they need.”

In some situations, the educator used a newsletter to inform people about the program. In 
one such situation, the program was designed to reach a new audience. However, no one had 
thought in advance about the fact that a newsletter sent to previous participants would not 
reach a new audience. 

Similarly, new on-site programs advertised by signs and handouts will not reach a different 
audience than the ones that already come. Several educators believe “word of mouth” is the most 
effective way of reaching their desired audience, but others have discovered the need to “reach 
some of the desired audience fi rst in order to get the word-of-mouth going.” Many educators who 
focus on teacher training used word-of-mouth effectively because they were able to reach their 
core teachers, who did pass on the word to their colleagues. Attempts to reach new audiences 
posed the biggest challenges.

A few educators mentioned that they changed their programs once they were implemented, based 
on who was attending. Rather than marketing toward their original audience, they decided that 
those attending were an appropriate audience for their programs. This was often the case for 
programs with small resource bases. In a couple of situations, a concerted effort was made to 
“create bridges to the community” in order to reach the desired audience after the program was 
already in place.

It turns out that building and implementing a thoughtful plan for marketing or promotion is an 
important and often overlooked step. 

If you build it, will they come?
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Part II Wrap Up
Project design and implementation are the heart of an education program. As this 
section has underscored, careful attention to the details of planning will pay off in 
program results. Use of a logic model can be invaluable in setting clear expectations and 
seeing how all components of the program work together. Attention to the details of 
implementation is also essential, including planning for emergencies and contingencies. 
Finally, promotion and marketing of an education project should receive systematic 
attention in the planning phase. All of the key elements of the program should be 
monitored during the implementation phase to ensure that they are running smoothly 
and to undertake mid-course corrections as needed. 
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Part III.
Project Evaluation

Introduction
To get to this point in the project design process, a considerable amount of time, effort, 
and other resources have been expended. Quite obviously, the goal is to create effective 
education projects that can serve as models of excellence. But how do you know if you 
have succeeded?

This portion of the guide has been developed to help education managers take project 
development to a new level by truly integrating evaluation into the process. Part III walks 
through the basics of evaluation, outlining everything from types of evaluations and ways of 
collecting information to the use of outside evaluators and ethical considerations in gathering 
data from program participants. This information is intended to answer questions about 
project evaluation and provide guidance in using evaluation as a project improvement tool.

What is Project Evaluation?
In the course of implementing a project various types of information are gathered. Project 
managers often want to know how many individuals participated in an event, whether 
participants were satisfi ed with the logistics, or whether staff members and volunteers 
feel confi dent in their ability to deliver a particular educational experience. Answers to 
these questions provide useful information. They help managers monitor specifi c aspects 
of the project. However, in practice, this type of information gathering tends to be more 
sporadic and patchy than methodical and comprehensive. 

Evaluation is the systematic collection of information about activities, characteristics, 
and outcomes of projects in order to make judgments about the project, improve 
effectiveness, and/or inform decisions about future programming (adapted from 
Patton, 1987). Importantly, evaluation provides managers with well-documented and 
considered evidence to support the decision-making process. Evaluation is not merely the 
accumulation and summary of data and information about a project.

Project evaluation helps determine a project’s merit (does it work?) and its worth (do we 
need it?). Evaluation helps decision-makers determine if a project should be continued 
and, if so, suggests ways to improve it. Additionally, evaluation documents project 
(and program) accomplishments. If the project has been designed properly with well-
articulated objectives that specify what must be accomplished, to what degree, and within 
what time period, the evaluation can determine whether or not the objectives have been 
met. The evaluation can also gather information as to the reasons why a project is or is 
not meeting its objectives.





39Part III. Project Evaluation

Why is Evaluation Important to Project Design and Implementation?
The reasons for conducting a project evaluation vary as dramatically as do the projects 
and their contexts. Perhaps the most common reason revolves around the desire to 
understand, in a systematic way, what is and is not working in a project. All too often, 
how projects work (or don’t work) is understood primarily through a combination of 
instincts, anecdotes, and numbers on a balance sheet. The passionate instructor wrapped 
up in the moment of teaching is probably not in the position to make defensible 
claims about the long-term impact of a lesson on learner’s education. Likewise, a series 
of anecdotes, although informative and even satisfying, cannot serve as the basis for 
generalizations. Evaluation provides perspective. It provides evidence. It provides the 
types of information necessary for sound decision-making. The following outlines 
additional benefi ts of conducting project evaluations.

 Participants: Participants are core to the success of the project. In the long run, project 
sustainability will depend on the degree to which participants benefi t directly, short-
term and long-term, from the experiences or services. The evaluation will provide 
evidence of the ways in which participant learning is impacted. 

 Project Improvement: Project strengths and weaknesses can be identifi ed through an 
evaluation. Of equal importance, an evaluation can map out the relationships among 
project components – that is, how the various parts of a project work together. This 
information can be used to re-design the project and increase both effi ciency and 
effectiveness. 

 Public Relations: Data generated by an evaluation can be used to promote the products 
and services of the project within and outside of the agency. Instead of vague claims 
and uncertain assertions, statements based on evaluation results will be viewed as 
more substantial and justifi able. 

 Funding: More and more education managers require a comprehensive, outcomes-
based evaluation. They want to know what types of impacts the project has made. 
Even if evaluation is not required, an evaluation can provide evidence of project 
effectiveness. Such evidence may be important when limited resources are being 
distributed internally. Evaluation results are often used in the process of determining 
if a project should be continued, scaled backed, discontinued, or enhanced.

 Improved Delivery: Projects evolve over time. What was once a coherent, discrete set of 
activities may have grown into a jumbled set of loosely related events. An evaluation 
can help clarify the purposes of the project, allowing decision-makers to examine 
project components against well-thought out criteria. Valid comparisons of projects 
and activities can be made and duplication of efforts can be limited. It is quite 
possible that the evaluation will uncover a gem hidden in the jumble.

 Capacity Building: Engaging staff members, volunteers, and other stakeholders in the 
design and implementation of an evaluation will provide opportunities for skill-
building and learning. As the project or program is examined, those involved will also 
develop insights into the workings of the project and perhaps even the workings of the 
organization. These insights can be used to inform a strategic examination of projects 
and programs by identifying priorities, overlap, gaps, and model programs. 
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 Clarifying Project Theory: When the project was designed initially, it was built either 
explicitly or implicitly on a project theory that explained how things work or how 
people learn or even how organizations change. Based on experiences with the 
project and information taken from research literature, the evaluation provides an 
opportunity to revisit the theory behind the project. By making the project theory 
explicit, the underpinnings of the project and what makes it work will be better 
understood and thus, better implemented. Staff members and volunteers who 
understand why a particular set of teaching methods was selected or why the project 
activities were sequenced the way they were will be more likely to follow the plan. 
They will also feel more ownership in the project if they understand the theory behind 
the project more fully.

 Taking Stock: Engaging in evaluation provides a precious opportunity to refl ect on the 
project, to consider where the project is going and what it has been able to accomplish 
compared to expectations. Taking stock is more than accumulating information about 
the project – it is learning through the project. 

STAGE I: PLANNING

Step 1. Reexamine the issue, audience, and project objectives

Step 2. Establish the planning team (including stakeholders, audience, and evaluators)

Step 3. Establish the goals and objectives of the evaluation

Step 4. Clarify the time frame in which the activities and impacts (outcomes) are expected to occur

Step 5. Perform a literature search 

Step 6. Select data collection methods and develop questions based on the evaluation goals and objectives

STAGE II: DATA COLLECTION

Step 7. Determine the audience sample

Step 8. Design and pilot the data collection instrument

Step 9. Gather and record data

STAGE III: DATA ANALYSIS AND REPORTING

Step 10. Perform data analysis 

Step 11. Manage data

Step 12. Synthesize information and create report

12 Steps of Planning a Project Evaluation
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What are some of the benefi ts?

 Variety of perspectives can be elicited

 Can be very useful way to build rapport with audience/participants

 Can generate broad and deep data about system or product

 Interviewer can clarify questions and ask for clarifi cation of responses (follow-up 
questions)

 Interviewer can receive additional information in the form of nonverbal clues

 Questions can be adapted if diffi culties arise

 Open-ended questions and a reduced amount of structure allow for new (unplanned 
for) information to be gathered

 Interviewer can ask for more information than people would want to write in a survey

 Respondents use their own words

What are some of the limitations?

 Bias due to data collector’s interest and interpretations

 Time intensive

 Self-reporting of participants may bias data

 Discussion can wander from purpose of interview — results may not be focused

 Unskilled interviewers can make respondents feel self-conscious

 Unskilled interviewers may gather poor data

 Variations occur if there’s more than one interviewer

 Open-ended responses can be diffi cult to organize and analyze

 Diffi cult to capture everything said unless taping the interview

 Small sample

 Replication is diffi cult
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Focus Group
What is it? 

A structured, interactive exchange between an interviewer/facilitator and a small group 
of people.

How many respondents/participants?

6–10 participants per focus group. More than one focus group is often helpful, 
especially if there is more than one audience involved in the project (e.g., parents, 
teachers, administrators).

Time issues?

Focus groups typically last about 1 to 11/2 hours. Data analysis requires transcribing 
the focus group discussion and pulling trends from it. This process is relatively quick 
if only one or two focus groups has been conducted.

Cost issues?

Relatively inexpensive unless a focus group facilitator is hired. Other cost considerations 
include: transportation for participants, room rental, food or other refreshments for 
participants, honorarium for participants.

When to use it?

Focus groups, like interviews, are best used when a variety of perspectives about a topic, 
experience, or service are desired. Because focus groups involve several individuals, they 
are particularly useful when there is reason to believe that peer pressure and/or the social 
nature of the situation will stimulate creativity and/or encourage discussion of confl icting 
points of view. Focus groups are best used when the topics are narrow or individuals have a 
limited amount of information about the topic to share – that is, the discussion is focused. 
A rule of thumb is that focus groups are best used when any one participant could only talk 
about the topic for ten minutes. 

What are some of the benefi ts?

 Input can come from wide range of people and perspectives

 Participation may have positive public relations impacts

 Can clarify different points of view

 Can really provide a good indication of the root of a problem

What are some of the limitations?

 May represent special interests
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 Participants may use as “gripe session”

 May heighten expectations beyond what can be realistically provided

 One participant may infl uence attitudes and opinions of others

 Need to transcribe and code information for analysis; hard to quantify

 Cannot capture all information without taping session; not all people are comfortable 
being taped

 Small sample size
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Questionnaire and Survey

What is it?

Data collection instrument through which individuals respond to printed or oral 
questions. May be recorded by either respondents or data collector.

How many respondents/participants?

25–1000 (typically). The number of surveys is limited primarily by time and money. 
Some methods (e.g., email surveys) can be sent to any and all members of the audience 
who have access to email.

Time issues?

20–45 minutes to complete; two to three months to collect data (for a typical mail 
survey; much shorter for phone, group or email surveys); one or more months to analyze 
data (assuming most questions are closed-ended).

Cost issues?

Costs include printing, postage, return postage, follow-up postcards. (Costs increase with 
a large sample size.) If surveys are administered in person (either individually or in small 
groups), costs can diminish dramatically. Email surveys are least costly, but the number of 
questions that can be asked is limited.

When to use it?

Surveys allow for the systematic and standardized collection of data that can be 
generalized to the population (assuming proper sampling procedures were followed). 
Surveys are appropriate when self-reported data about knowledge, attitudes, skills, 
and behaviors are desired. Because of their format, surveys can be administered to a 
large number of people individually (e.g., in person, email, mail) or in groups (e.g., 
participants in a workshop). In addition, surveys are particularly useful when potential 
respondents are dispersed geographically. When evaluators have a good idea of the types 
of responses expected, surveys offer an effi cient method of collecting information.

What are some of the benefi ts?

 May be easiest to quantify, summarize, and report on the data

 Time-effective for use with geographically dispersed or large sample (respondents 
complete
and return)

 Large sample size; data can be generalized to population

 Range from inexpensive to expensive (depending on design and administration)
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 Can provide opportunity for expression without fear of embarrassment (anonymity)

 Can (should) be designed to be relatively bias-free

 Questions from other instruments can be used or modifi ed

 Can gather qualitative and quantitative data

 Respondents can complete at their convenience (for written instruments)

 Useful at all evaluation stages

 High level of return for interview-style and most group-style surveys

 Good for gathering information that requires sequencing (respondents can’t read 
ahead if given as an oral survey)

 Survey administrators can clarify questions if conducted in person or over the phone

 Easily adaptable to a wide variety of environments

What are some of the limitations?

 May have limited provision for unanticipated responses

 Not adaptable once the survey is distributed

 Requires signifi cant time and high level of expertise to develop valid surveys

 Low return rates for some survey formats (e.g., phone, mail) can skew data

 Can be impersonal (written, self-response format)

 Questions may miss true issues

 Questions and answers can be interpreted differently

 People have been negatively conditioned to the value of surveys

 Language or vocabulary may be an issue

 People tend to want to get the “right” answers (even if the questions is asking for 
attitudes)

 The survey administrator can infl uence the respondents

 People may hurry through answers without thinking about them
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Observation

What is it?

Data collection based on watching a process or skill and systematically recording events. 
These observations may be made in person (at the time of the event) or using media (e.g., 
analysis of a video tape recording).

How many respondents/participants?

Typically 5–20. The number of people or objects/events observed depends on the subject 
being observed (e.g., short, discrete activity such as use of a recycle container vs. complex, 
lengthy activity such as the ability to facilitate a lesson).

Time issues? 

Varies depending on what is being observed. Counting the number of cans recycled 
during a single event (e.g., community festival) requires little time commitment. 
Observing group interactions over the life of a project requires more complex data 
collection (and therefore analysis), and a longer time commitment.

Cost issues?

Varies with the complexity of the subject.

When to use it?

Observation allows evaluators to document behavior. When evaluators want to know 
how people behave (e.g., demonstration of skills, recycling, fi shing) or the results of 
specifi c behavior (e.g., diversity of plants or animals in a restoration area), observation 
should be used. Actual behavior (or the results of the behavior) is documented, not what 
people say they do or are planning on doing.

What are some of the benefi ts?

 Little interruption of work fl ow or group activity (if done properly)

 Generates data about actual behavior, not reported behavior

 Can see project in action

 Can provide good in-depth data

 Data collected in context

 An astute observer can recognize interaction problems not easily described by 
participants

 Observer can follow action at different points in the system

 Administrative costs can be kept to a minimum
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What are some of the limitations?

 Requires process and content knowledge by observer

 Observer can disrupt or alter the system

 Observer can be considered a spy

 Data can be skewed by observer’s biases (and skills)

 Data are not always quantifi able and may require judgments by the observer

 Typically, small sample size

 Usually time intensive

 Does not indicate how participants view their actions

 Replication diffi cult
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Literature Review

What is it?

Existing information in the form of reports, historical data, planning and budget reports, 
organizational structure charts, workshop evaluations, career development reports. Also 
includes published research and other evaluation reports.

How many respondents/participants? 

N/A

Time issues? 

Varies – depends on the number of documents, their availability, and the amount of 
information being analyzed.

Cost issues?

Relatively inexpensive, using existing documents and data.

When to use it?

Literature reviews are used primarily in early stages of the development of an evaluation 
and are particularly useful in front-end evaluation. Existing literature (e.g., theory, 
research fi ndings, previous evaluation reports) and data (e.g., test scores) can provide a 
baseline. Other forms of existing data (e.g., budget reports, workshop evaluations) can 
help paint a picture of the intended audience, their perceptions and their reactions. 

What are some of the benefi ts?

 Can be less time consuming

 Makes use of already gathered statistical data

 Easier to chart changes over time

 Provides excellent evidence of problem (front-end evaluation)

 Minimum effort or interruption of workers

What are some of the limitations?

 Data synthesis can be diffi cult

 May not address specifi c questions

 Data on the causes of problems may not have been collected

 Reports may be incomplete (may lack meta-data)
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 Organizations can be hesitant to share if results refl ect poorly on the organization or 
a project

 Reports may have been adjusted or “selectively edited”
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Test

What is it?

An exam that assesses knowledge or skill level. Can be essay, fi ll in the blank, true/false, 
and/or multiple choice formats.

How many respondents/participants?

From 25 to thousands. Numbers are limited by the length of the test (think SAT or GRE) 
and its format. Scantron (or bubble tests) can be administered to hundreds or thousands 
(assuming access). Essay tests are limited by the ability to score them.

Time issues? 

10 minutes–1 hour to administer (although most participants would resist a test that 
takes more than a few minutes to complete). Development of a valid and reliable test 
instrument can take months. Data analysis, if closed-ended questions are used, should 
take a short amount of time.

Cost issues?

Inexpensive to moderately expensive. Greatest cost issues revolve around the 
development of the test (ensuring validity and reliability). If instruments exist or simple 
measures of knowledge/skills are used, development costs will be limited.

When to use it? 

Tests are used when evaluators want to assess the audience’s level of knowledge or 
skills. Tests measure a point in time; they cannot predict future or past performance. 
If administered at intervals, tests can provide an indication of change (e.g., increased 
understanding) over time (pre/post assessments; longitudinal).

What are some of the benefi ts?

 Helps identify level of knowledge or skill (achievement and accountability)

 Results are easily quantifi ed

 Individual performances can be easily compared

 Helps determine if intervention has made a difference in knowledge or skill level

What are some of the limitations?

 Limited availability of validated tests for specifi c situations

 Validity issues – does it test the appropriate knowledge and skills 
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 Results can be infl uenced by attitudes

 Language or vocabulary can be an issue

 People can be very concerned with how test results will be utilized (especially adults)

 Adults sometimes resent taking tests, which typically have a negative connotation
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Concept Map
What is it?

A graphic representation of how an individual thinks about a topic.

How many respondents/participants?

Typically 5–20. The number of individuals asked to produce a concept map can be 
increased, but time and cost also increase.

Time issues? 

5–45 minutes. Before data can be collected, respondents will need to learn how to draw 
a concept map. Data analysis is slow and time consuming (can take weeks, especially 
if concept maps are complex – showing many relationships among ideas – or if a large 
number of individuals produced concepts maps).

Cost issues?

Analysis of concept maps requires expertise and training. 

When to use it? 

Concept map is best used when the evaluator wants to understand the relationships 
among ideas or attitudes. Because it is structured differently from a test or typical survey, 
constructing a concept map may be less intimidating for some (especially for those who are 
uncomfortable with tests). 

What are some of the benefi ts?

 Provides a visual representation of how individuals see the topic and the relationships 
among ideas

 Tends to reduce test anxiety (people often see it as a fun exercise rather than a test 
of understanding)

 Allows respondents to illustrate complex ideas and relationships (particularly useful 
for visual learners)

What are some of the limitations?

 Diffi cult to score (data analysis must be completed by someone with specifi c expertise 
and training)

 Time consuming to score (each idea and relationship must be analyzed)

 Participants must be taught how to construct a concept map

 Can be diffi cult to determine commonalities (patterns) among participants or 
compare participant understandings
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Document or Product Review

What is it?

Systematic examination of documents (e.g., rosters, time sheets, portfolios, photographs, 
participant work) collected during a project.

How many respondents/participants?

N/A

Time issues? 

Varies – depends on the number of documents, their availability, and the amount of 
information being analyzed.

Cost issues?

Data collection relatively inexpensive, assuming that documents can be retrieved easily. 
Data analysis may be time consuming and therefore expensive.

When to use it? 

Documents can be used to quantify particular project components (e.g., number of 
participants, amount of time spent on task, costs). Document review is unobtrusive and does 
not impact on the delivery of the project. Documents can provide multiple measures of the 
same construct, allowing evaluators to examine the process from more than one direction.

What are some of the benefi ts?

 Relatively cost effective

 Assuming documents have been archived, data analysis can take place at any time

 Documents can be used to monitor the development of a project

 Project history can be documented

 Data collection is often unobtrusive

What are some of the limitations?

 Collection and analysis of documents can be time consuming (especially if documents 
have not been archived in an orderly manner)

 Available information may not match evaluation questions and needs
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Case Study

What is it? 

Holistic, detailed narrative describing a project or the experiences and perceptions of a 
particular participant.

How many respondents/participants? 

One (in some cases 2-3) 

Time issues? 

Time intensive. Data collection, typically using ethnographic data collection methods, 
takes place consistently and continuously over an extended period of time. For the most 
part, data are qualitative and require a great deal of time to collect, organize and analyze. 
May require the evaluator to be a participant observer.

Cost issues? 

Data collection and analysis requires a signifi cant amount of time and expertise. 
Evaluator time could be costly.

When to use it? 

Case studies are particularly useful when decision-makers or other stakeholders would 
like a detailed understanding of the project or the experience of a project participant, and 
are willing to forego generalizability. Case studies provide a rich, in-depth description of 
a participant or a small group of participants, or a project and how it works. Case studies 
provide vivid imagery, pulling a variety of data gathered from interviews, documents, 
and observation into a cohesive whole. Patterns of experience can be highlighted. Case 
studies can help decision-makers understand project successes and failures within a well-
described context.

What are some of the benefi ts?

 Provides a holistic understanding of the project

 Provides vivid imagery (narrative, paints a picture of the project)

 Detailed understanding of patterns and experiences

What are some of the limitations?

 Time intensive

 Detailed understanding of a particular participant, results cannot be generalized

 Strategies for data collection and analysis are complex and require extensive training
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Appendix B.
Determining Sample Size

The size of the sample is not nearly as important as the adequacy of the data collection 
design. Collecting large amounts of data from undefi ned sources is not recommended. 
If there is a bias in the data, it is unlikely to go away with more data collection. In 
conducting a survey, it is more important to obtain a representative sample than a large 
sample. Identify the groups to be sampled and put more effort into obtaining a high 
response rate (e.g., by phoning or sending reminders) rather than sending out large 
numbers of questionnaires and having a few undefi ned volunteers return them.

If time and resources permit, a more rigorous sampling scheme should be used. Identify 
a resource person who can assist the planning team with determining statistics such as 
margin of error, degree of accuracy, standard deviation, and mean degree of accuracy. 
With pilot data in hand, a resource person can work out the total sample size needed for 
the kind of accuracy desired.

If time or expertise is a constraint, use the following common sense guidelines:

 The size of sample needed depends upon two things: 1) how accurate the summary 
data needs to be (for example, for no sampling error at all, the entire population 
would need to be measured), and 2) how variable the data are. If the evaluator started 
measuring a variable and found that every measure was the same, there would be little 
need to continue repeating the measurements to increase accuracy. On the other hand, 
the more the data vary, the more data must be collected to get a reasonably accurate 
measure of the mean.

 Another consideration is acceptability to participants and audiences. For example, in 
collecting the views of staff, it might not be acceptable to take a sample, even though a 
sample would appear to be statistically adequate. Every staff member might need to be 
heard so that no one feels left out and there is no suspicion of bias.

 Sampling may also be unacceptable if it causes more disturbance than would 
measuring everybody. For example, it may disrupt a lesson more to withdraw six 
students than to the test the entire class.

B
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Type

Sampling error

Sample bias

Response bias

Cause

Using a sample, not the entire population 
to be studied.

Some of those selected to participate 
did not do so or provided incomplete 
information.

Responses do not refl ect “true” opinions 
or behaviors because questions were 
misunderstood or respondents chose not 
to tell the truth.

Remedies

Larger samples reduce but do not eliminate 
sampling error.

Repeated attempts to reach non-respondents. 
Comparison of characteristics of non-
respondents to determine if any 
systematic differences  exist.

Careful pre-testing of instruments to revise 
misunderstood, leading, or threatening 
questions. No remedy exists for deliberate 
equivocation in self-administered interviews, 
but it can be spotted by careful editing. In 
personal interviews, this bias can be reduced 
by a skilled interviewer.

Minimizing Possible Errors in Random Sampling

Determining Sample 
Size – Rules of Thumb

Population Sample
50 or less 50 or less
500 or less approx. 200
1,000 or less approx. 275
10,000+ approx. 350
U.S. population 2,000 to 4,000

Source: Fitz-Gibbon & Morris. (1987).
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Appendix C
Logic Models and Performance Measures

Logic models provide an easy starting point for the selection of meaningful and realistic 
measures of performance.  How the overall project “works” must be understood in order 
to identify what needs to be measured. Logic models show how the project operates.

Performance measures (or indicators) relate to how well a project performs, particularly 
with regard to the delivery of services (process and outputs) and achievement of results 
(outcomes). 

Logic models “fl esh out” projects and allow planners to select what should be measured 
directly from the model.  Using the logic model allows project planners to:

 Select meaningful measures of performance.

 Select performance measures from all levels of outputs and outcomes. 

 Recognize how individual projects can contribute to the larger scale (program) goals.

Common Types of Performance Measures

 Outputs: How many? What type? Audience size? Audience satisfaction? 

 Effi ciency: How many per unit time? Number per unit cost?

 Productivity: How much was produced?

 Customer satisfaction: How happy is the audience with the product, service, project, or impact?

 Service quality: What is the level of quality or accuracy?

 Effectiveness: How well were expected impacts achieved?

 Cost-effectiveness: Was this the best allocation of resources to achieve the impacts? 
Was there a less expensive or time-consuming method to get the same results?

C
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Adapted from Taylor-Powell, E., Jones, L. & Henert, E. (2002) “Enhancing Program Performance with Logic Models.” Retrieved December 1, 2003, from the University of 
Wisconsin-Extension web site: www.uwex.edu/ces/pdande/evaluation/pdf/WaterQualityProgram.pdf.

Were the inputs 
suffi cient and timely? 
Did they meet the 
program goals?

Did all activities 
occur as intended? 
What was the quality 
of the intervention? 
Was the content 
appropriate?

Did targeted 
community members 
participate? Who 
did not participate? 
Who else was 
researched?

Did knowledge 
increase? Did 
understanding of 
coastal restoration 
techniques increase? 
What else happened?

Are community 
members continuing 
to participate in 
restoration activities? 
Are they participating 
in other activities?

To what extent has 
the biodiversity of the 
targeted coastal area 
been increased? In 
what other ways has 
ecosystem quality 
increased?

Evaluation Questions: What do you want to know?

Increased 
knowledge
Increased levels 
of skills 

  

Indicators: How will you know it?

Number of staff;
Funds invested;
Delivery timetable

Number of workshops 
scheduled; 
Publications printed;
Number of events

Number of workshops 
scheduled; 
Publications printed;
Number of events

Number, percent 
using new knowledge 
and skills to monitor 
progress of restoration 
activities; Additional 
outcomes: +, -

Number, percent 
with increased 
knowledge of 
coastal restoration; 
Additional outcomes: 
+, -

Number of species 
recovered; 
Other positive 
environmental 
benefi ts; Additional 
outcomes: +, -

  INPUTS  OUTPUTS
 Activities  Participants Activities  Participants Activities  Participants Activities  Participants

OUTCOMES-IMPACTS
 Short-term Medium-term Long-term

Staff
Money
Time
Materials
Partners
Research

Facilitator for
   workshop
Field equipment
Workshop   
   materials and  
   supplies

Increased 
knowledge and 
skills used in 
appropriate 
settings

Goal is reached 
and sustained

Workshops
Publications
Services
Events
Products

Teachers
Youths
Community   
   members

Workshops 
focusing 
on coastal 
restoration

Community 
members living 
in coastal areas

Community 
members who 
participate in 
workshops 
understand 
basics of coastal 
restoration

Ongoing 
participation 
in restoration 
activities by 
community 
members

Species 
diversity in 
restored areas 
increasedExample





    

 Activities  Participants Activities  Participants 





SI
TU

AT
IO

N

PR
IO

RI
TI

ES

Logic Models as a Tool for Program Development and Evaluation

The logic model provides a visual representation of the program and its evaluation. The logic model 
illustrates the relationships among the various program components: initial situation (e.g., degraded coastal 
areas with declining numbers of species), identifi ed priorities (e.g., restoring coastal areas, increasing species 
diversity); inputs (i.e., resources needed to accomplish a set of activities); outputs (i.e., activities designed 
to accomplish the program goal, as well as the audiences that participate in those activities); and short-term 
(immediate), medium-term (2-3 years), and long-term (4-10 years) outcomes-impacts. The logic model can 
help guide program planning, implementation, and evaluation. It can serve as a tool for clarifying program 
elements, identifying evaluation questions and indicators, and conducting ongoing self-evaluation.

Logic Model, Evaluation Questions and Indicators
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Appendix D
Using Rubrics for Scoring Performance

Designing meaningful ways of scoring performance is essential to the development 
and implementation of effective education projects. This seems to be particularly true 
when we wish to gauge whether expected learner outcomes have been achieved. Many 
educators have found rubrics to be a useful tool when evaluating learner outcomes. 
Rubrics can be thought of as a logical extension of project and instructional objectives. 
They provide a template for scoring performance on evaluation activities such as 
portfolios, open-ended questions, and group or independent research. With a well-
written rubric, it is reasonable to expect that all performances will be measured with the 
same yardstick. Additionally, when rubrics are used in educational contexts, learners 
know what is to be expected of them.

Sample Rubric – Taking Water Samples

Score 


Fully meets 
standards


Partially meets 
standards


Major departure 
from some aspect 
of standards


Does not meet 
standards 

Safety: Degree to 
which learner 
follows correct 
safety procedures

Handles chemicals and 
glassware safely

No serious safety 
issues during analysis, 
but procedures 
deviate from ideal

Shows some concern 
or knowledge about 
safety issues, but 
is careless in 
handling materials

Disregards safety 
concerns when 
handling materials

Procedures: Degree to 
which learner follows 
proper mechanics in 
water quality analysis

Obtains uncontam-
inated samples and 
follows correct steps 
for pH analysis 

Has some problems 
following instructions, 
but procedure 
adequate for 
approximate correct 
test results

Major problems 
with procedures 
that will likely yield 
incorrect results 

Does not follow 
necessary steps in 
analysis and cannot 
obtain useful results

Interpretation: 
Degree to which 
learner develops likely 
hypotheses

Can list three plausible 
reasons why the pH 
of the two samples 
differs and can defend 
reasoning behind 
hypotheses

Can list two plausible 
reasons why the pH 
of the two samples 
differs and can defend 
reasoning behind 
hypotheses

Can list one plausible 
reason why the pH 
of the two samples 
differs and can 
defend reasoning 
behind hypothesis

Cannot list even one 
plausible reason why 
the two samples differ

Results: Degree 
to which learner 
obtains proper 
sample values

Both samples within 
.3 points of the 
correct pH

One sample within 
.3 points of the 
correct pH 

Neither sample 
within .3 points, but 
at least one sample 
within .5 points

Neither sample within 
.5 points

D
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Glossary

Assessment involves gathering data (either formally or informally) to be used in forming 
judgments (adapted from Mehrens and Lehman, 1991).

Baseline data are collected at the beginning of the project prior to any services or activities 
being conducted.

Capability (PPBES defi nition) is the ability to do something. It is a combination of 
activities, processes, and skills.

Capacity (PPBES defi nition) is the amount of resources needed to undertake a project (input Capacity (PPBES defi nition) is the amount of resources needed to undertake a project (input Capacity
capacity) or the amount of products created as a result of the project (output capacity).

Evaluation is the systematic collection of information about activities, characteristics, and 
outcomes of projects to make judgments about the project, improve effectiveness, and/or 
inform decisions about future programming (adapted from Patton, 1987).

Goal of a project is the ultimate, “big picture” impact desired. Goals are often diffi cult, if 
not impossible, to quantify.

Items are individual questions on an instrument.

Needs Assessment is a systematic investigation of an audience(s) to identify aspects of 
individual knowledge, skill, interest, attitude and/or abilities relevant to a particular issue, 
organization goal, or objective.

Objective of a project is a specifi c measurable outcome desired.

Population is the entire collection of individuals about whom one is trying to make 
accurate statements.

Program represents a coordinated and systematic effort to address a part of the agency’s 
mission. 

Project is an effort or activity focused on specifi c issues and audiences. A set of projects, 
taken together, supports a program. 

Qualitative Data are descriptive rather than enumerative. They are usually provided in 
the form of words, such as descriptions of events, transcripts of interviews, and written 
documents. Qualitative data can be transformed into quantitative data through coding 
procedures.

Quantitative Data are numeric data. Analysis of quantitative data involves looking at 
relationships between quantities.

Reliability is the extent to which a data gathering instrument measures a variable 
consistently time after time. 
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Response rates are the percentage of a selected sample from which data were collected 
(responses actually received). A further calculation can sometimes be made of the 
fractions of the population requested in the sample. 

Sample is a subset of the population from which information is collected.

Survey Instruments are any consistent method or tool by which information is 
systematically gathered. 

Validity of an instrument is the extent to which it measures what it purports to measure. A 
test may be valid for one purpose, but not another.
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