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Program
Evaluation
Principles

an d A Northwest Health Foundation Handbook

Practices

This handbook is provided by the Northwest Health Foundation as a
framework for community organizations to use to evaluate and understand the
effectiveness of their programs. [t provides an overview of basic program
evaluation principles and practices, and offers an approach to evaluation that
will assist organizations in documenting their work — for themselves, for
funders, and for others who are interested in issues of program impact and
outcomes. The handbook 1s designed to complement the content of a
Foundation-sponsored workshop on program evaluation, and can be used as a
“stand-alone” guide for evaluation design and implementation.

l. The Process of Evaluation

Why do agencies do evaluations? The primary reason often is to provide
immediate feedback to enable program leaders and managers to make small yet
immediate changes during the program, responding to needs and concerns.
Over a longer term, evaluation information can provide the basis for program
planning and for program redesign and improvement. Increasingly, evaluations
are required by funding agencies, to provide evidence of the value received for
the money invested in a program through a grant. With ever-increasing calls for
accountability — from the government, from funders, and from the public in
general — there are regular demands for clear evaluation findings.

Some people feel they cannot engage in evaluations without extensive training, or
without purchasing very expensive consulting expertise. In fact, with some basic
knowledge and understanding, evaluation can be done by most organizations with
their regular resources — and can be integrated into routine work activities in a
way that complements program delivery. This handbook introduces readers to a
practical approach to program evaluation, and provides the necessary t0ols to
enable the reader to begin immediately to design and implement evaluations of
various program activities.



Why

What

Why is evaluation necessary?

There are many good reasons to do program evaluation. Getting answers to the
following questions motivates many organizations.

* Is a program meeting its goals and objectives?

+ Is a program having an impact on the target population? What type of
impact?

* Are there additional program needs that are not currently being
addressed?

« Are the “customers” satisfied with the program?
* Is the program being operated cffectively and efficiently?

» Is the use of resources in a program appropriate? (compared to previous
years, compared to similar prograims)

» Are the organization’s limited resources being maximized?

Evaluation is necessary to gain information to be used for program
improvements. Valuable information can result from learning that a program
achieved its goals, but equally valuable information can be derived from
examining why a program did not achieve its goals. Therefore, evaluation is not
only intended to look at “did it work” or not, but also for whom, where, and
under what circumstances. As well, evaluation helps program administrators
and planners to identify barriers to successful program implementation and
delivery. As a result, they can then engage in incremental program redesign to
overcome these barriers and better achieve their goals.

What are some benefits of evaluation?

In addition to these reasons for doing evaluation, there are many side benefits.
Designing an evaluation opens communication among the leaders of your
organization, the managers, and the staff. The process facilitates analytical
thinking and honest discussions about the program. It provides an opportunity
to revisit the goals, if it is an existing program, and to bridge any gaps that may
exist between the vision of the program and the reality of the program
operations.

Some of the benefits include identification of:

« Program strengths, validating existing knowledge and providing data to
support continuation of these activities

» Program deficiencies, providing evidence and justification for making
changes (additions, deletions, reconfigurations)



 Opportunities for resource reallocation

» Individuals who may be recognized for excellence or assisted to
remedy deficiencies

Evaluation is vital in order to consider broad issues of resource allocation
(human, fiscal, physical, information, technological and other resources), to
inform public relations and marketing strategies, and to consider possible
changes or realignments in organizational relationships and strategies. To be
effective, however, there must be obvious use of the results. High visibility of
evaluation activities must be accompanied by high visibility of serious
consideration of the results and evidence of use by decision-makers.

Evaluation also helps program leaders to articulate what they are learning about
their program/organization for themselves. Most people are so busy that they
have little time to stop, reflect and consider the impact of their own work. A
deliberate evaluation helps to delineate issues, describe strategies, and highlight
areas where further work is needed. It also provides a chance to stop and
celebrate the successes that have been achieved — something that most programs
rarely do. Evaluation helps to focus thinking, gaining new insights and
identifying opportunities for improvement.

Evaluations are also useful to tell others what has been learmed in an individual
program or organization. This can facilitate sharing lessons learned about
successes and areas where actions were not so successful, and can facilitate
transmitting knowledge to help others’ learning. Evaluation can be a
mechanism by which organizations help other organizations as they in turn
would like to be helped by other experts. This contributes to building shared
community knowledge about program delivery and outcomes.

Who is involved?

Different people may be involved at different points in a program evaluation —
designing the evaluation, conducting the evaluation and being a source of
information. Who participates in your evaluation depends on the structure of
your organization and on the program you are evaluating. Some people to
consider are:

Program manager Evaluation consultant

Program director Grant writer / foundation contact
Executive director Clients / program participants
Development director External stakeholders (such as

government officials, funders,

Program staff (all levels) “sister” agencies)

Who



These individuals may bring different perspectives to the evaluation that will
enrich the findings. However, different viewpoints expressed in the process of
evaluation may need to be reconciled. For example, a program manager may
want to focus on operational issues; a development director may be most
concerned with raising money; and a client may be most interested in the quality
of the services they are receiving. Attention to these different viewpoints will be
important throughout the design and implementation of the evaluation.

Common concerns about evaluation

A number of concerns are often raised at the beginning of evaluation efforts. A
primary issue has to do with identifying appropriate and affordable expertise.
Many programs seeking to conduct evaluation have lew, il any, staft who have
particular expertise to design, lead and manage program evaluations.

A second concern relates to conceptualizing the evaluation — what is to be
evaluated? When? For whom and for what purposes? It may take considerable
discussion to reach agreement on framing the evaluation plan. Once the
evaluation plan is in place, the next concern often encountered has to do with
implementation — who is responsible, what resources do they have, what
leverage do they have for people to participate in the evaluation and cooperate in
responding to data needs in a timely manner.

Yet another concern relates to selection of evaluation methods. [f plans and
needs are clearly set out and agreed upon, there may be greater agreement upon
methods — but some participants may feel that they are the expert who should
dictate the method (and therefore resist other methods).

Some concerns arise when a project is grant-funded, and the grant application
has specified a focus on certain outcomes or the use of certain evaluation
instruments. In some cases, by the time the evaluation is underway the program
may have changed, or other staff may be involved, leading to a desire to modify
the evaluation strategy from that proposed in the grant application. Funders
usually are willing to negotiate changes in strategies if these can be justified, so
grant application language should not be considered as a barrier to evaluation.

There may also be concerns about the costs of evaluation in terms of staff, time,
supplies, and other resources — and whether these costs will take resources
away from those committed to program delivery. Strategies to minimize costs
related to evaluation are discussed throughout this manual.

The final concern encountered frequently rests with the uses of evaluation
findings. Once again, these concerns may be avoided if there is discussion and
agreement from early in the process on what will be done with the data.
Perceptions of a “closed” process or one that may be intended to result in
program closure or termination of faculty/staff positions will compromise the



evaluation process. These may be exacerbated by uncertainty about the uses of
the data; thus clarity of an open process with clear intentions of use will assist
greatly in [acilitating the cvaluation activities.

Overcoming resistance to evaluation

Even the best designed evaluation plan with the most open process may still be
met with resistance. Some kinds of resistance include:

» The threat of findings, and in particular what may be done with those
findings

« Intimidation by outside evaluation experts — individuals fear airing their
“dirty laundry” to an outsider

* Program staff, funders or other stakeholders perceive that there is a lack
of rigor in the evaluation plan and its methods

 Perception of need for extensive training to develop internal capacity to
conduct and manage the various components of the assessment, as well
as around issues of supervision, data collection, confidentiality. and data
management

« Skepticism about the political motivation for a new interest in assessment
(particularly if the program environment is politically charged or facing
controversy)

« Suspicions that the evaluation will drain resources away from
programmatic needs

While each situation is unique, there are some generally agreed upon responses
that may help 1o overcome this resistance. Agreement upon the purposes of the
evaluation, public sharing of these purposes, and adherence to the purposes and
scope of the evaluation will help to establish the authenticity and sincerity of the
evaluation effort. Energy should be invested by the leaders of the evaluation to
build buy-in for the value of evaluation. Roles and tasks should be clearly
defined early in the process, and leaders should implement mechanisms for
regular reporting, sharing of findings, updates, and airing of concerns.



Goals

11. Getting Started

Several steps are involved in getling started on an evaluation. These include
stating an aim, defining evaluation goals, asking key questions, and creating an
evaluation matrix that provides the framework for the evaluation design and
development of evaluation instruments. These are described in the following
sections.

Stating an aim

Evaluation is an opportunity for program improvement — an integrated set of
activities designed to identify strengths and areas for improvement, and to
provide the evidence that will serve as the basis for (uture program planning
and enhancements. Evaluation can be a useful mechanism to tell the story of a
program or activity, but becomes most valuable only when viewed as a value-
added routine activity and not just a burdensome add-on or “busy work™.
Evaluation results give program managers, administrators and other leaders a
mechanism to identify what they have learned that is useful — both to articulate
internally and to share with others.

This approach to assessment builds upon the “Model for Improvement” which
has been used widely throughout various industries including higher education
and health care. The model consists of three basic elements that help frame the
questions for initiating an cvaluation and implementing subsequent program
improvements:

* Statement of the aim for the evaluation: “What are we (rying Lo
accomplish by conducting this evaluation?” This clarifies the purpose of
the evaluation and makes it explicit to all participating.

» Clarification of current knowledge: “How will we know that a change is
an improvement?” This sets out what is known, and what will be the
new knowledge gained when the evaluation is completed.

« Testing of various improvements: “What changes can we try that will
result in improvement?” Based on what is learned, this helps to define
what activities might be tried as initial improvement activities using the
new knowledge. This question is the point at which program
development and program evaluation often intersect.

Defining evaluation goals

In defining your aim (as described above), you should also articulate specific
goals for the evaluation. What are the specific areas you will focus on that
together will help you articulate your accomplishment of that aim? It is very
important to focus on the goals for the evaluation and not the overall goals
and mission of the program or organization (unless your evaluation is of the
entire organization). In most cases of Foundation-funded projects, they are a



small part of the organization’s entire work — so the program evaluation will
focus on the activities set out in the grant application and supported by the
grant, and not all of the organization’s activities and programs.

Asking key questions

In beginning any evaluation, you should ask a series of key questions. The
answers to these questions will frame the design of your evaluation:

» What is the aim of your evaluation? The evaluation should have an aim
and stated goals. Without these specific goals there may be little reason
to carry forward the work of the evaluation.

* Who wants or needs the evaluation information? The person or agency
who wants or needs the evaluation may dictate the nature of the work
carried out — is this mandated by a funder? Is it part of a regulatory
review? Has the board of directors requested it?

« What resources are available to support the evaluation? It is necessary to
know what resources will support the evaluation and who will do the
work; often evaluations are designed without a clear understanding of
the resource implications, and the result is frustration because the plans
do not match with the realities of available resources and expertise.

* Who will conduct the evaluation? From the beginning, there should be
clarity on whether an internal staff person has the expertise and time to
be responsible for the evaluation, or whether an external consultant will
be hired. Several of the Foundation’s grantees have benefited from
working with faculty and students at PSU where the students design the
evaluation as part of their graduate education. Grantees can then either
conduct the evaluation on their own. ask for a student to come spend an
internship with them to conduct the evaluation, or hire an exiernal
consultant.

« How can you ensure the results are used? It is important to be able to
ensure that the results will be attended to and used; few things are as
frustrating as designing and conducting a comprehensive evaluation of a
program and then having the results ignored.

Creating an evaluation matrix

This approach to evaluation is based on work conducted at Portland State
University and in other programs and involves development of a conceptual
matrix for the evaluation that is derived from project goals. The matrix frames
the evaluation plan, guides the development of evaluation instruments, and
structures the data analysis and reporting. This approach, sometimes referred to
as the “Concept-Indicator-Method™ approach, involves four primary questions:

Matrix



» What do we want to know? This helps the evaluator to articulate the aim
of the evaluation, based upon the project goals. A project related to
housing might have an aim of “To determine the levels and stability of
housing among the [specified] population”. A project concerned with
health services utilization might have an aim of “To identify levels of
utilization of health services by uninsured individuals and determine
barriers to service utilization™.

» What will we look for? This leads the evaluator to identify core concepts
that are derived from the project goals and the aim of the evaluation,
For example. the project related to housing might have “housing status™
as a core concept. The project addressing health services utilization
might have “health care access™ as a core concept.

» What will we measure? For each core concept, relevant measurable
indicators are specified which will enable the evaluator to measure
change or status. An example related to the previous concept of
“housing status” might have an indicator of “clients who maintained
housing”. The concept of ““health care access™ might have an indicator
of “clients who enrolled in the Oregon Health Plan™.

» How will we gather the evidence to demonstrate what we want to know?
At this stage, the evaluator identifies or develops appropriate methods
and tools by which to collect the information for each indicator, and
identifies sources of the data. Detailed discussions of methods and
tools, and of sources of information, are presented in subsequent
sections.

This approach provides a structure to guide the evaluation, enables program
administrators and evaluators to clearly articulate the framework for the
evaluation, and facilitates data collection and reporting in a practical way that is
true to the aim and goals of the evaluation. The next section describes the use
of the matrix in detail.



111. The Evaluation Matrix

In this section we introduce how an evaluation matrix is developed, and explain
each of the steps involved in moving to development of evaluation instruments.

How to develop the matrix

The program evaluation matrix is a tool that helps guide the thinking process in
the design phase, serves as an important framework for the implementation, and
aids in framing and focusing the analysis. In its skeletal form, the matrix
appears as follows in Table 1. It has four main components:

Core concepts Methods

Key indicators Sources of information

Table 1: The Matrix Framework

Core Concepts Key Indicators Methods Source

« Core Concepts: ask the question “what are the major areas this program
addresses”. They are broad topic areas. The definition of a concept
should be written in neutral language, so that vou have a basic
foundation for continued discussion and elaboration as to how the
program aims to affect each concept. Stating a concept in language such
as “increase 7 or “change in " may introduce bias into the
evaluation and compromise objective data collection. Table 2 illustrates
examples of core concepts.

Table 2: Core Concepts

Core Concepts Key Indicators Methods Source

Housing status
(rather than housing
stability)

Health care access [
(rather than
approved access)

Disease prevention
education (rather |
than increased
understanding) |




« Key Indicators: ask the question “what might we look for to show that
the concepts are being addressed”. What measures can we explore as
evidence of how the core concepts are being affected? Key indicators
examine the specific factors related to each core concept that you wish
to measure. As with the concepts, these should be stated in neutral
rather than directional terms to avoid bias. Wherever possible, avoid
defining indicators as “number of 7, “increase in”, “improved”, etc. as
this may limit the range of available data collection methods. For
example, by stating “number of " you are directed to
quantitative methods, whereas by avoiding this terminology you can use
quantitative or qualitative methods. There are generally multiple key
indicators for each core concept. Some sample key indicators are
illustrated in Table 3.

Table 3: Key Indicators

Core Concepts Key Indicators Methods Source

| Housing status - Clients who have ‘
\ maintained housing

- Stability in housing

Health care access - Clients enrolled in
the Oregon Health
Plan

- Receiving needed

services
Disease prevention - Knowledge of
education disease prevention

- Performance of
| specific disease
‘ prevention activities

10

- Methods: ask the question “how will we look for it?”. This refers to the
instrument(s) you select and, if applicable, the way you will use it (or
them). The most commonly used instruments in program evaluations

are:
-Survey (self-administered or -Document review
administered by evaluation staff) .
Y -Observation
-Interview (in person or telephone)
-Journals

-Focus grou NI
P -Critical incident reports

Table 4 illustrates some example methods. A more detailed discussion of
methods is presented in Section V of this handbook.




Core Concepts

Housing status

Table 4: Methods

Key Indicators

| _ Clients who have

' maintained housing
- Stability in housing

Health care access

- Clients enrolled in
the Oregon Health
Plan

- Receiving needed
services

Disease prevention
education

‘ - Knowledge of

‘ disease prevention
\

|

- Performance of
specific disease
prevention activities

Methods

Document review

Interview

Document review

Survey

Source

Survey

Focus group

- Sources of information: asks from whom or where will you obtain the
necessary information. This may be a specific person, a group of
people, a database or a report. The source may be internal or external to
your organization, and may be people who have had some personal
contact or experience with the program being evaluated, or documents
containing relevant information. Table 5 illustrates examples of sources
of information.

It should be noted that while there is a direct linear relationship between each
concept and the related indicators, there is no such linear relationship to the
methods and sources (in order to conserve space in the presentation of the
matrix). In reality, some of the methods would be used for each indicator, and
some ol the sources would provide data for each method, but not all sources
would be involved in each method and not all methods would address each

indicator.

Core Concepts

Housing status

Key Indicators
|
- Clients who have
maintained housing |
- Stability in housing
_ |

Health care access

Disease prevention
education

- Clients enrolled in
the Oregon Health
Plan

- Receiving needed
services

- Knowledge of
disease prevention

- Performance of
specific disease
prevention activities

Table 5: Sources of Information

Methods

Document review

Interview

Document review

Source

Occupancy records
Clients
Building Managers

Case Records

Survey Clients
OHP data
Sur_vey_ Clients

Focus group

Service providers
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Review of the completed matrix

Once you have completed the matrix, review it to ensure that the concepts are
clear and distinct. Verify that the indicators really are measurable; if you cannot
think of how you will measure an indicator, it should be restated in measurable
terms. Look back to your program goals and be sure that the concepts and
indicators reflect these goals, that all information included in the matrix is
necessary to assess accomplishment of these goals, and that no goal or major
activity has been overlooked. Finally, be sure that what you have set out for
evaluation is practical and feasible in your organization and for the population
being served.

Role of the matrix for analysis and reporting

The matrix is very useful in focusing the analysis of data. The key indicators of
your program’s success listed on the matrix provide a critical point of reference
that, although flexible, holds you accountable to the goals and objectives of the
program. Since the matrix was used in determining what information you
gathered and in developing your evaluation instruments, the data gathered
should relate directly back to the key indicators and core concepts. In analyzing
the data, examine how the key indicators are reflected and to what extent they
have been achieved. Once data is collected, evaluators must be prepared to
engage in extensive data analysis, synthesis, discussion, and report-writing.



1V. Measurement Issues

Once you have established your matrix, you can begin designing instruments
after one key step: ensuring that you are aware of the various issues around
measurement of information. You want to be as careful as possible about
making sure that the data is reliable, valid, and protects anonymity and/or
confidentiality of respondents. Each of these issues is discussed below.

Reliability: Does your evaluation measure

the same thing over time?
Making sure your evaluation design is reiiable means preventing extraneous
factors from impacting your results. This is an issue when:

- Several different interviewers are working on the evaluation. Each one
may interpret responses differently.

- You perform evaluation activities at different points in time and compare
the results. For example, distributing the first survey at a time of day
when certain groups would not be represented and then distributing a
later survey at a time of day when they are represented, would likely
show different results that may have nothing to do with the impact of the
program.

- You utilize multiple methods for an evaluation at different points in time.
For example, if you use a fill-in-the-bubble survey for the first measure
and perform interviews for the second measure, you encounter the same
threat to reliability as in the point above.
fa ]z - o TG = 2 caS " 2 y s ..
Validity: Does your evaluation measure what it
says it 1S going to measure?
Issues of validity are also called confounding conditions and alternative
explanations. The threats to validity are changes, situations or phenomena that

occur in and around the program that could account for the outcomes. Some
types of threats to validity are:

- Multiple treatment/service types
- Who is selected for treatment

- Situation effects (e.g. comfort of a subject with location of interview)

- Attrition (e.g. students most likely to smoke are the ones who dropped
out of the study)

- History (other events occurring while program/treatment is operating)

13
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Common confounding variables may be age, sex, race, or ethnicity. For
example, if a health survey is conducted on two separate days, and one day the
average age of respondents is 24 and the other day it is 62, it will show vastly
different results, but these are not related to the program.

An example of alternative explanations for results is illustrated by looking at
community policing. Many people credit community policing for crime
reduction. However. new gun control laws, the aging baby boom population and
many other lactors may account for this.

Some questions to ask yourself to examine the validity of a program evaluation are:

- Are the findings truly caused by the program?

- Are the program effects due to the program? and not to the overall
organization? other services clients are receiving? or something else?

- Can the findings be generalized to similar programs or similar populations?

Note that something can be reliable and still lack validity — you get on the scale
every day and it says that your weight is 80 Ibs. every day. That means the
scale is reliable. But, if the scale is not calibrated correctly your weight may
actually be more or less. That means the reading is not valid. The scale is
measuring the same thing over time, but it is giving the wrong information.
However, for something to have validity, it must have reliability.

Anonymity and confidentiality:
Does your evaluation address privacy issues
of those participating in the program evaluation?

If respondents are going to share personal information and provide honest
feedback relating to the service they received, they need to know that there is
security and that the information they share (if it can even be identified with
them personally) will not be associated with them outside of the research team
(that is, with program or agency staff).

- Anonymity: There is no way for the evaluation and/or agency staff to
relate information back to the individual who provided it. Self-
administered surveys with no identifying information are the primary
way to ensure anonymity of responses.

. Confidentiality: It is possible to relate information back to the person who
provided it, but clients are assured that this will not be done outside of the
evaluation team. Code numbers are commonly assigned to participants to
secure confidentiality. If any in-person contact occurs during the
evaluation (interview or focus group, for example), or if you are tracking
information about people over time, confidentiality is used rather than
anonymity.



Cultural awareness:

uation design sensitive

Is your eva
to cultural differences and traditions?

Cultural values and traditions must be carefully considered in designing and
implementing an evaluation so that participants feel comfortable and the
findings are accurate. Some examples of points to consider are:

- Communication style: This will have an impact on the instrument(s) you
select. Consider the respondents’ usual communication styles, and build
upon these. Will respondents feel more comfortable with written or oral
methods, and in what format? For example, some cultural groups prefer
private conversations, where others are more comfortable in small group
discussions. Some groups prefer verbal communication over written
methods.

« Who administers the evaluation instrument: Select someone with whom
participants will feel they can share personal information. Avoid
creating situations where the evaluator’s status, position, gender, or other
characteristic may compromise the respondent’s comfort (i.e. they may
feel intimidated).

- Family structure: When seeking information about children or a
household, consider which parent would be best to approach based on
cultural norms. In some cultures, the father is the respected source on
personal information; in others, the mother plays this role.

- Language barriers: If your program crosses many cultures, be sure to
invite the input of all groups by communicating and using evaluation
instruments in the appropriate languages. Multiple languages may be
necessary within a single program or agency.

The purpose of seeking informed consent is to make it clear to program clients
or potential evaluation participants that they have the right to say “yes” or “no”
to participation in the evaluation. It must be very clear that declining to
participate in the evaluation, or abstaining from answering certain questions,
will not result in any loss of service or any other negative consequences.
Informed consent should be obtained from all evaluation participants. The
method for getting consent varies with different evaluation instruments:

15
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- Agreement to participate may imply consent when people return a survey,
agree to an interview, or accept an invitation to participate in a focus
group.

- When working with children, parental consent is always required.

- A signed consent is required to use methods such as document review,
observation, critical incident reports, or to review journals.

- Always check on agency/funder requirements for signed consent (i.e.
they may expect consents to be on file with the evaluation).

- Be careful, even if you have consent, with disclosure of comments in a
report that may allow identification of a respondent (for example,
comments obtained through an interview with a key informant). You
must either have the respondent’s consent to quote them, or you need to
take steps to “hide” the respondent’s identity so that the comments
cannot be linked with any one person.



V. Evaluation Instruments

This section begins with an overview of how to use measurement instruments,
and some tips on designing an instrument. Several instruments are then
presented in two major sections: primary data collection methods (those used
most ofien in program evaluation), including surveys, interviews, and focus
groups; and secondary data collection methods (those used less often but still
practical and useful), including observations, documentation, critical incident
reports, and journals. The final discussion in this section addresses important

issues in instrument selection.
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How to use measurement instruments
Evaluation instruments are the tools used to gather information or data pertaining
to the program that is being evaluated. The first step is to determine what
information you need to obtain; the second step is to decide which instrument
would be best for your evaluation; the third step is to create the instrument (or
adapl one you have found from someone else); and the fourth step is to use the
instrument. These steps may be carried out by outside consultants and/or
program (or other agency) staff.

Using the evaluation matrix will help focus the task of determining what
information you need. Although it is easy to stray from the matrix, it 1s

important (o resist the urge to explore other matters and collect other information
“as long as you're recruiting study participants and asking them questions.”
Gathering information beyond what is needed to evaluate the program (and often
beyond what you are capable of analyzing) makes the process more time
consuming for the study participants, and for evaluation and agency staff.

Program evaluators often encounter the ongoing discussion about qualitative vs.
quantitative methods. Put very simply, quantitative methods focus on collecting
data that is measurable and can be reported with numbers by using methods such
as barcharts or graphs; qualitative methods focus on collecting data through

observation and analysis, leading to reports that are narrative and contain quotes
and stories. These discussions sometimes lead to questions of appropriateness of



methods for a particular program or setting, validity of results. generaliz-ability
to other settings/programs, and other challenges. If taken to the extreme, these
questions can lead to discussions of methodological rigor and to design issues
that may go beyond the resources available to support the evaluation. The best
resolution is to consider what methods are most appropriate for your program,
and to design measurement instruments that can best utilize the resources that
are available for evaluation design, administration, analysis and reporting.

Experience in a number of evaluation projects suggests that a mixed
methodology of qualitative and quantitative methods is the most useful.
Methods should be selected based on the kind of data that will be gathered, as
well as issues such as ease of data collection, ease of data analysis, and time and
costs involved in both collection and analysis. However, consideration must
also be given to the richness of the data that can be derived from various
methods. Methods such as interviews, focus groups, observations, and reflective
journals will provide extensive and detailed information, which will necessitate
a major time commitment to transcribe and analyze. In contrast, surveys will
provide less detail and individual stories, but are relatively easy, inexpensive,
and time-efficient to administer and to analyze. Program managers who do not
have familiarity and expertise with various evaluation methods should ensure
that they engage an expert to advise them during instrument development as
well as data analysis.

The primary data collection instruments described below make up the core of an
evaluation, provide the majority of the data, and can stand alone. The secondary
instruments augment the primary ones with additional data that typically does
not come directly from the client population, but rather is based on staff or
evaluator interpretations. The size of a client population or of the organization