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WHAT IS PROGRAM EVALUATION? 

 Evaluation is the process of examining a program or process to determine what's 

working, what's not, and why…(Rossett, Sheldon, 2001) 

 … is the examination of the worth, merit, or significance of a project/program. 

 … is a systematic collection of information about the activities, characteristics, and 

outcomes of programs to make judgment about the program, improve program 

effectiveness, and/or inform decisions about future program development. 

 

 



WHAT IS A PROGRAM? 

• Program is any set of organized activities supported by a set of resources to achieve 
a specific and intended result. 

• A program has the following components, among others: 

 Goals and objectives 
 Policies and Procedures 
 Activities and Programs 
 Clients/Beneficiaries  
 Resources (human and facilities & equipment) 
 Schedules 
 Timeline plan 
 Budget, etc. 

 
• Examples: 
 Direct service/academic interventions  
 Research initiatives   
 Advocacy work  (for victims of violence, for environment, equal opportunities in work and educ, etc.) 
 Training programs   
 Academic Programs (Degree Programs, Courses, Curricula, etc.) 
 Academic Services (Admissions, Testing, Registrar, Library) 
 Student Affairs Programs (Community Service, Student Development, Spiritual Development 

Programs, etc.) 

 



RESEARCH VS. EVALUATION 

Research Evaluation 

Produces new knowledge (description, effects, 

associations). (e.g., effects of peer mentoring) 

Judges merit (quality) or worth (value), significance 

(importance). (e.g. current community service program) 

Seeks to prove. Seeks to improve. 

Focuses primarily on testing hypotheses Focuses on to improve practice. 

Scientific inquiry is based on intellectual inquiry. Assessment is based on interests of stakeholders.  

Done in controlled environment (e.g., classroom; labs) Controlled in actual field/settings. (e.g. community) 

Follows scientific method (from hypothesis to 

conclusion) 

Follows evaluation framework (from engaging 

stakeholders to sharing of findings) 

Decision-making is investigator-controlled 

(Authoritative).   

Decision-making is stakeholder-controlled 

(Collaborative).   

Standards: Internal & External Validity  Standards: Utility, Feasibility, Propriety, Accuracy 



 

WHY EVALUATE YOUR PROGRAM? 

 Find out what is and is not working in your program (e.g., externally funded 

project/program for HIV patients). 

 

 Show your funders and the stakeholders what your program does and how it benefits 

the participants. 

 

 Raise additional money for your program by providing evidence of its effectiveness. 

 

 Improve your staff's work with participants by identifying weaknesses as well as 

strengths. 

 

 Improve morale of staff. It will help motivate the staff to do their job well. 



THREE LEVELS OF EVALUATION 

 Project-or Program-Level Evaluation 

• Conducted by project leader, staff, with inputs from board members/administrators and 

stakeholders   

• Characterized by consistent and ongoing data collection and analysis of information for 

decision-making 
• e.g., partnership and networking program; social formation activities; research and evaluation  

 

 Cluster Evaluation 

• Evaluation of groups of related projects (clusters) 

• Can be one-time or pre and post implementation evaluation 
• e.g. all programs under community service office 

 

 Programming and Policy-Making Evaluation 

• Macro-level 

• Conducted by funding agency or the institution 

• To make effective decisions about funding and support and communities/beneficiaries  

• Outside evaluators 
• e.g. all offices/departments  in the university with community service component/program 



BASIC TYPES OF EVALUATION 

 Evaluations are normally divided into two categories: formative and summative. 

  

 A formative evaluation is a method for judging the worth of a program while the 

program activities are forming or in progress. 

• Concentrates on examining and changing processes as they occur. 

• Provides timely feedback about program services. 

• Allows program adjustments to help achieve program goals. 

 

 A summative evaluation is a method of judging the worth of a program at the end 

of the program activities. 

• Done at the end of a program cycle. 

• Provides an overall description of program effectiveness.  

• Answers the following questions: 

o Were your program objectives met? 

o How satisfied were the beneficiaries of the different elements of the 

program? 

o Should you improve and modify the overall structure of the program? 

o What is the overall impact of the program? 

 

 

 



FORMATIVE VS. SUMMATIVE EVALUATION 

Formative Summative 

Purpose  To determine value or quality To determine value or quality 

Use  To improve the program To make decisions re the program’s future (Stop, 

continue, evise, extend to other groups or situations, 

etc.) 

Audience Program managers & staff Administrators, policy makers, funding org. 

By whom Primarily internal evaluators (supported 

by external) 

Generally external evaluators (supported by internal) 

Characteristics Provides feedback for improvement Provides feedback if continue, revise, adopt the 

program;  

Information What info is needed?  When?  What evidence is needed for major decision?    

Purpose of Data 

Collection 

Diagnostic Judgmental 

Frequency Frequent Infrequent 

Sample Size Often small Usually large 

Questions Asked What is working? What needs to be 

improved? How can it be improved? 

What are the outcomes/impact? How satisfied are the 

clients?  How useful are the activities? At what cost? 



TYPE OF EVALUATION BY PROGRAM STAGE  

Program 

Stage 

Before Program Begins New Program Established 

Program 

Mature Program 

Evaluation 

Type 

 

Needs Assessment 

 

Process/ 

Implementation 

Evaluation 

Outcome 

Evaluation 

Impact Evaluation 

Questions 

Asked 

What  are the needs?  To what 

extent is the need being met? 

What can be done to address 

this need? 
 

(e.g. is there a need for a mental 

health program for the students? 

What activities/programs to 

implement?  Who should be 

involved? 

Is the program 

operating as planned? 

 
e.g.,  what activities were 

implemented? How 

satisfied  were the clients? 

Were there enough 

resources? Who were 

served by the program? 

Is the program 

achieving its 

objectives? 

 
e.g., Was there 

improvement on 

students’ knowledge, 

values or attitudes? 

Do the students have 

better coping 

mechanisms? 

What are predicted 

and unpredicted 

outcomes of the  

program?   

 

 e.g., was there a 

decrease in incidence of 

depression or suicide?  

Are the students have 

better well-being? 

                                               Formative                                                  Summative 



TYPES OF FORMATIVE EVALUATION 

Type When to Use Purpose Advantage 

Needs 

Assessment  

• During development of a 

new program 

• When existing program is 

being modified or used in a 

new setting 

• Determines if program is 

needed, who needs it, how 

great the need is, and what 

can be done to meet the 

need 

• Allows for modification to 

plans before full 

implementation 

• Maximizes program 

success  

Implementation 

Evaluation 

• As program 

implementation begins 

• Monitors the fidelity of the 

program delivery 

• Determines if program 

activities were implemented 

as intended 

• Provides an early warning 

for any problem 

 

Process 

Evaluation   

• During operation of 

existing program 

• Measures effort and direct 

outputs of program 

• Examines  process of 

implementing the program 

and if operating as planned.  

• Can be continuous or  one-

time assessment  

• Results  used to improve 

the program 

• Allows monitoring of how 

well program plans and 

activities are working 



TYPES OF SUMMATIVE EVALUATION 

Type When to Use Purpose Advantage 

Outcome 

Evaluation 

• After contact with at 

least one person/ group 

in target population 

 

• Measures effects/ changes 

resulting from program 

• Investigates extent to which 

program is achieving its outcomes. 

• Outcomes are short & medium-

term changes in participants (e.g., 

new knowledge, skills, etc.)     

• Tells whether program is 

effective in meeting its 

objectives 

 

Efficiency 

Evaluation: 

Cost 

Effectiveness/ 

Benefit Analysis  

• At the beginning of 

program 

• While program is on-

going 

• Address questions of efficiency in 

terms of  costs and values 

• Cost Benefit: measures costs & 

compares them to monetary value 

of the program’s benefit  

• Cost Effectiveness:  measures 

program’s effectiveness in 

achieving its outcome objectives 

vs. its costs 

• Provides program 

managers and funders a 

way to assess cost 

relative to effects 

Impact 

Evaluation 

• While the program is on-

going  

• At the end of the 

program 

• Measures community level 

change or longer-term results  

• Impacts are net effects, on entire 

school, comm., org’n,  etc.   

• Provides evidence for 

use in policy and funding 

decisions 



SPECIFIC QUESTIONS TO ASK 

Type of Evaluation Sample Questions 

Needs Assessment What are needs of the community/target population in terms of ____? 

What are some problems in meeting these needs? 

How long has this been a problem? 

Who are most affected by these problems/needs? 

What should be done to meet these needs? 

Implementation 

Evaluation 

Are services initially planned to implement have been implemented?  

Is the program reaching the intended target population?  

Is the program reaching the intended number of participants?  

Are the planned collaborative relationships developed?   

Is the budget is enough? 

What are the barriers in the implementation of the activities? 

How satisfied are the program managers, staff and beneficiaries? 

Process Evaluation To whom were the program efforts directed ? 

What has the program done? 

When did the program activities take place? 

Where did the program activities take place? 

What are the barriers/facilitators to implement the program? 

What are strengths and weaknesses of the program? 



SPECIFIC QUESTIONS TO ASK 

Type of Evaluation Sample Questions 

Outcome 

Evaluation 

Are participants exhibiting the expected changes in knowledge, attitudes, 

behaviors, or awareness?  To what extent? 

Can these changes be attributed to the program? 

Are there any unintended effects on target population(s)? What are these? 

Do the benefits of program justify continued allocation of resources 

Cost 

Effectiveness/ 

Benefit Analysis 

Does Program A have more effect for the pesos expended than does Program 

B? 

Are benefits gained worthwhile to society, given the costs? 

Impact Evaluation Did it work? Did program produce  the intended impacts in the short, medium 

and long term? 

For whom, in what ways and in what circumstances did the program work? 

What unintended impacts (positive and negative) did the program produce? 

How was the community, organization, etc. benefitted from the program? To 

what extent? 



EVALUATION TYPOLOGIES OR 

APPROACHES 

 Objectives- Oriented Evaluation Models 

 Four-Level Model 

 Management-Oriented Evaluation Models 

 Consumer-Oriented Evaluation Models 

 Expertise-Oriented Evaluation Models 

 Theory-Driven Evaluation Model 

 Participant-Oriented Evaluation Models 

 Goal-Free Evaluation Model 

 Adversary/Judicial Approach 

 Utilization-Focused Approach 

 Empower Evaluation 

 

 

 

 



CATEGORIES OF EVALUATION APPROACHES 
Categories Description Proponents 

Objectives-Oriented Determines the extent to which program objectives have been 

attained. “Is the program, process or product achieving its 

objectives?” 

Tyler (Goal-Based) 

Metfessel & Michael 

Provus (Discrepancy) 

Weiss (Program Theory)   

Four-Level Model Often used to evaluate training and development programs.  “What 

impact did the training program have in participants in terms of 

reactions, learning, behavior and results?” 

Kirkpatrick 

Management-Oriented Serves organizational leaders by meeting the informational needs of 

decision makers. “How effective are the 4 elements of the program? 

How can we improve the program given the results or feedback 

gathered?” 

Stufflebeam (CIPP) 

Patton (Utilization-focused) 

Consumer-Oriented Used by government agencies and consumer  advocates to provide 

info re product’s effectiveness. “Would an educated consumer 

choose this product?” 

Scriven (Consumer-Oriented 

Expertise- Oriented 

 

Provides  professional judgments of quality either by the experts, 

individual or  panel  (e.g., formal & informal review system, ad hoc 

panel, panel & individual review, accreditation). “How would 

professionals rate the program?” 

Eisner (Connoisseurship) 

Theory-Driven Model Uses program’s theory to evaluate the program to understand 

program development and impact. “What are the underlying 

principles behind the program’s development and implementation?” 

How effective are the different elements of the program?” 

Smith 



CATEGORIES OF EVALUATION APPROACHES 
Categories Description Proponents 

Participant-Oriented  Enlists the cooperation of stakeholders in evaluation 

from start to finish. “What are the information needs 

of stakeholders, and how will they use the 

findings?” 

 

Stake (Countenance) 

Fetterman(Empowerment )   

Stake (Responsive) 

Huxley (Naturalistic) 

Patton (Utilization-focused) 

Goal-Free Approach Focuses on actual outcomes rather than the 

intended outcomes. “What are all the effects of the 

program, including side effects?” 

Scriven 

Adversary/Judicial Approach Adapts legal paradigm; 2 groups of evaluators 

arguing their case, with evidences. “What are the 

arguments for and against the program?” 

Owens, Wolf 

Utilization-Focused Approach Done for and with specific intended users for 

specific, intended use. “What are the information 

needs of stakeholders, and how will they use the 

findings?” 

Patton 

Empower Evaluation Encourages program participants  to perform their 

own evaluation, with the assistance, guidance, and 

coaching of the evaluator. “What are the info needs 

of the program admin. to foster improvement and 

self-determination?” 

 (Fetterman 

 



OBJECTIVES-ORIENTED EVALUATION APPROACHES 

Areas Characteristics 

1. Purpose of evaluation Determine the extent to which objectives are achieved 

2. Distinguishing characteristics Specifying measurable objectives; looking for discrepancies 

between objectives and actual performance 

3. Past Uses Program development; monitoring participant outcomes, 

needs assessment 

4. Benefits Ease of use; simplicity; focus on outcomes; high 

acceptability; forces objectives to be set 

5. Limitations Over-simplfiication of evaluation and problems outcomes-

only orientation; reductionistic; linear overemphasis on 

outcomes 



MANAGEMENT-ORIENTED EVALUATION APPROACHES 

Areas Characteristics 

1. Purpose of 

evaluation 

Providing useful information to aid in making decisions 

2. Distinguishing 

characteristics 

Serving rational decision making; evaluating at all stages of program 

development 

3. Past Uses Program development; institutional management systems; program planning; 

accountability 

4. Benefits Comprehensiveness; sensitivity to information needs of those in a leadership 

position; systematic approach to evaluation; use of evaluation throughout the 

process of program development; well operationalized with detailed 

guidelines for implementation; use of a wide variety of information 

5. Limitations Emphasis on organizational efficiency and production model; assumption of 

orderliness and predictability in decision making; can be expensive to 

administer and maintain; narrow focus on the concerns of leaders 



CONSUMER-ORIENTED EVALUATION APPROACHES 

Areas Characteristics 

1. Purpose of evaluation Providing information about products to aid 

decisions about purchases or adoptions 

2. Distinguishing characteristics Using criterion checklists to analyze products; 

product testing; informing consumers 

3. Past Uses Consumer reports; product development; 

selection of products for dissemination 

4. Benefits Emphasis on consumer information needs; 

influence on product developers; concern with 

cost-effectiveness and utility; availability of 

checklists 

5. Limitations Cost and lack of sponsorship; may suppress 

creativity or innovation; not open to debate or 

cross-examination 



EXPERTISE-ORIENTED EVALUATION APPROACHES 

Areas Characteristics 

1. Purpose of evaluation Providing professional judgements of quality 

2. Distinguishing characteristics Basing judgements on individual knowledge and 

experience; use of consensus standards; 

team/site visitations 

3. Past Uses Self-study; blue-ribbon panels; accreditation; 

examination by committee; criticism 

4. Benefits Broad coverage; efficiency (ease of 

implementation, timing); capitalizes on human 

judgement  

5. Limitations Replicability; vulnerability to personal bias; 

scarcity of supporting documentation to support 

conclusions; open to conflict of interest; 

superficial look at context; overuse of intuition; 

reliance on qualifications of the “experts” 



PARTICIPANT-ORIENTED EVALUATION APPROACHES 

Areas Characteristics 

1. Purpose of evaluation Understanding and portraying the complexities of 

programmatic activity, responding to an audience’s 

requirements for information 

2. Distinguishing characteristics Reflecting multiple realities; use of inductive reasoning 

and discovery; firsthand experience on site; involvement 

of intended users; training intended users 

3. Past Uses Examination if innovations or change about which little is 

known; ethnographies of operating programs 

4. Benefits Focus on description and judgement; concern with 

context; openness to evolve evaluation plan; pluralistic; 

use of inductive reasoning; use of a wide variety of 

information; emphasis on understanding 

5. Limitations Nondirective; tendency to be attracted by the bizarre or 

atypical; potentially high labor-intensity and cost; 

hypothesis generating; potential for failure to reach 

closure 



STEPS IN CONDUCTING PROGRAM EVALUATION 

1. Clarify what is to 
be evaluated. 

 2. Engage the 
stakeholders. 

3. Describe your 
program.  

(logic model) 

 4. Assess 
resources and 

evaluability. 

5. Develop evaluation 
plans. (questions, 
procedures, data 

analysis). 

6. Collect, process 
and analyze data. 

7. Interpret findings. 
8. Apply evaluation 

findings and 
recommendation. 



PROGRAM THEORY AND LOGIC MODEL 

• Program theory  explains why and how a program is expected to work while 

• Logic model  illustrates a program theory.   

• Program Theory  to conceptualize and develop a program  and to evaluate the program. 

It provides a logical and reasonable description of why the things you do – i.e., your 

program activities – should lead to the intended results or benefits.  

• Program theories can often be captured in a series of “if-then” statements – IF something 

is done with or for the program participants, THEN something should change.  

Example: 

• IF a certain set of resources (such as staff, equipment, materials) are available, THEN the program 

can provide a certain set of activities or services to participants. (Teacher giving seminar on dangerous 

drug awareness)   

• IF participants receive these services, THEN they experience specific changes in their knowledge, 

attitudes, or skills. (Students gain knowledge on strategies to avoid drugs) 

• IF individuals change their knowledge, attitudes, or skills, THEN they will change their behavior and 

usual practice. (Students practice drug avoidance strategies) 

• IF enough participants change their behavior and practice, THEN the program may have a broader 

impact on the families or friends of participants or on the community as a whole. (Less students using 

drugs). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



BASIC LOGIC MODEL 

Inputs Activities Outputs 
Short-Term 

Effects/ 
Outcomes 

Intermediate 
Effects/ 

Outcomes 

Long-Term 
Effects/ 

Outcomes 

Inputs: what are invested in the program 

Activities: proposed interventions to address the needs/issues 

Outputs: measure the number of people served, but does not mean that you have made an impact 

Short-Term Outcomes: measure extent to which program has effects on knowledge, attitude, 

belief, behavior of your clients   

Intermediate or Medium-Term Outcomes: measure extent to which program has effects of 

behaviors, practices, policies, procedures 

Long-Term Outcomes:  measure extent you are having an impact on the behavior or conditions of 

your clients, their family, and community over a longer period of time (e.g., reduction in 

teenage pregnancy, increase in designed behavior) 

 

Logic Model  commonly-used tool for illustrating an underlying program theory.  

  a flow chart that illustrates the linkages between program components and outcomes.  





SAMPLE LOGIC MODEL 



SAMPLE LOGIC MODEL 



NESTED LOGIC MODEL 



CIPP MODEL 

Context 

(What should we do?) 

Formative: 

What needs to 
be done? 

Summative: 

Were important 
needs 

addressed? 

Input 

(How should we do it?) 

Formative: 

How should it be 
done?  

Summative: 

Was a defensible 
design 

employed? 

Process 

(Are we doing it as 
planned?) 

Formative: 

Is it being done?  

Summative: 

Was the design 
well executed? 

Product 

(Did the program work?) 

Formative: 

Is it succeeding?  

Summative: 

Did the effort 
succeed? 



CIPP MODEL 

Context Evaluation =  establishes program 

goals.    Assesses the needs, assets and 

problems. 

Input Evaluation = encompasses program 

planning. Assesses strategies, budget, and 

work plans. 

Process Evaluation = monitors, 

documents, and assesses actual actions 

or program activities.   

Product Evaluation = measures outcomes 

(impact, effectiveness, etc. of the program. 

 



ELEMENTS OF EVALUATION PLAN 

1. Types of info needed (What are you going to evaluate? What questions to ask?) 

 go back to your logical model – to identify program elements to include 

 identify the stage of implementation – to determine type of evaluation to use 

 Questions to address in the evaluation. 

 Sources of Information (program manager, staff, clients, community members) 

 How sources will be selected (sampling design) 

 Methods of collecting information (interview, extracting records, survey, 

observation, checklist, FGD, etc.) 

 Time frame for collecting information (no. of days/months, how often) 

 Methods for analyzing information (qualitative or quantitative data analysis) 

 Reporting/dissemination of evaluation results 

 

 



 

 

Thank You!! 



WORKSHOP 

1. Group yourselves 

2. Determine program to evaluate 

3. Come up with Logic Model  or CIPP Model 

4. Come up questions for each element of the logic model  

 



LOGIC MODEL TEMPLATE 

Program to be Evaluated: __________ 



CIPP MODEL TEMPLATE 

CONTEXT INPUT PROCESS PRODUCT 

Program to be Evaluated: __________ 


