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EVALUATION BASICS 

EVALUATION is a systematic investigation of the merit (i.e. quality, excellence), worth (i.e. 

value, cost-effectiveness), and/or significance (i.e. importance, impact) of a project.  

What is 

evaluation? 

Evaluations are processes designed to assess and analyze how well a 

program, organization, staff member, policy, etc. is performing or has 

performed. 

Why do we 

evaluate? 

• If we don’t evaluate, how can we tell success from failure? 

• If we can’t tell success from failure, how do we learn, grow and change? 

• If we can make your results visible, we can advoate for our mission, 

values, practices and organization. 

 

FORMAL, INFORMAL, IN BETWEEN? 

Measurement and evaluation can take place anywhere on a continuum of activities and 

approaches, from informal to formal. You may be thinking "we don't really do evaluation" – but 

if you discuss your project at staff meetings, trade emails about challenges and solutions, talk 

with patrons about their experiences . . . you are evaluating! 

 

 
 

 Day-to-day operations Systems, policies, models 

 Improvisational, un-structured Structured activities, workplans 

Action-oriented, problem-solving Organizational development 

 Staff, artists, audiences Multiple stakeholder groups 

 

Where do your evaluation activities land on the continuum? 
Knowing will help you clarify your purposes and ask the right questions. 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

INFORMAL FORMAL 

INFORMAL 
You may be asking questions 

such as: 

• How are things going? 

• What's happening? 

• Did you get X done? 

• What do we need to do to get X 

done? 

• How did they (patrons, 

students, visitors) like it? 

• Where are we on the budget? 

• How are the reviews? 

• How many people came? 

FORMAL 
You may be using several of 

these strategies: 

• Seeking input from a wide 

variety of stakeholders 

• Using an outside evaluator 

• Developing scaled surveys 

• Doing statistical analyses 

• Conducting interviews 

• Holding focus groups 

• Measuring cause-effect  

• Publishing research reports and 

white papers 

You're 

probably 

doing some 

of both! 
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ANSWERING THE QUESTION 

Your evaluation approaches, activities, and questions will involve some type(s) of measure(s) 

and generate some type(s) of data. 

� Qualitative measures – also called instruments – generate and/or collect textual data, which 

is then analyzed to produce information about experiences, qualities, processes, and themes. 

 
 
 
 
 
 
 

 
 

 

 

 
 
 
 
 
 
 
 
 
 
 

� Quantitative measures – also called instruments – generate and/or collect numerical data, 

which is then analyzed to produce information about effectiveness. 

 

 

 

 

 

 

 

 

 

 

 

 

 

Qualitative measures, instruments, 

or approaches 

• Interviews (in-person, phone, 

conversational, structured, etc.) 

• Short-answer survey questions 

• Focus groups (of patrons, board 

members, staff, funders, etc.) 

• Observations (of events, staff, 

relationships, settings, etc.) 

• Document review (press clippings, 

letters and emails, meeting 

minutes, memos, files, etc.) 

Qualitative data: Words, quotes, 

narratives, stories, images 

• Descriptive narratives, stories, and 

reflections (what happened, what 

was the experience "like," how did 

things go, what was the "feeling" 

or atmosphere in the room?) 

• Patron and participant comments, 

emails, letters, etc. 

• Feedback from artists and staff 

• Narrative excerpts from written 

materials and memos 

Analyses of qualitative data 

• Interpret and synthesize individual narratives to reveal strengths and weaknesses, threats and 

opportunities – don't be afraid of contradictions!  

• Use stories to describe and illustrate the impact of your project and the meanings, patterns, and 

themes that you believe reflect your vision and desired outcomes. 

To collect these: 

Use these: 

Then figure out 
what your data 
mean by doing 
some of these: 

Quantitative measures, 

instruments, or approaches 

• Scaled surveys (participants rate 

their experience on a scale, e.g., 

Very Satisfied to Very Dissatisfied) 

• Counting and estimating (how 

many, how often, characteristics 

of groups or individuals) 

• Bookkeeping and accounting 

• Tests (of knowledge, skills, 

understanding, attitudes, etc.) 

Quantitative data: Numbers 

• Number of tickets sold 

• Number of participants (students, 

teachers, audiences, etc.) 

• Number of events (performances, 

workshops, class hours, exhibit 

days, etc.) 

• Income and expenses 

• Demographics (race ethnicity, zip 

codes, income, ages, etc.) 

• Scores on surveys or tests 

Analyses of quantitative data 

• Classifying, counting, and calculating: Totals, averages (means), medians, ranges, percentages, 

proportions, correlations, or other mathematical or statistical relationships 

• Comparing your results – your numbers – with your projections (desired outcomes); with those from 

a previous project; with those generated by similar groups, organizations, surveys, or tests, etc. 

To collect these: 

Use these: 

Then figure out 
what your data 
mean by doing 
some of these: 
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SAMPLE SCENARIOS 

• What do you want to know? 

• How are you going to find out what you want to know? 

• What does success look like? 

• How are you going to identify challenges? 

• How are you going to design solutions? 

 

SAMPLE SCENARIO 1: Staff Salary Support 

We are using our Arts Commission grant to support the salary of our current executive director. 

In addition to her day-to-day operational responsibilities, she will be implementing and 

overseeing activities associated with these Sustainability strategies: 

• To increase paid attendance by 3 percent per year for each year of our grant 

• To continue our long-term planning process 

• To grow our board from 5 to 10 members 

Instruments and data for projects like this might include: 

• Job description, CV or short bio of the staff member, and written performance goals 

that will be used to evaluate her achievements (QUAL) 

• Attendance records showing total number served and numbers served by individual 

programs or events; comparison data collected from both projections and previous FYs 

(QUANT)  

• Establish benchmarks for board growth: How fast, how many need to be new, what 

skills or connections are needed. Measure performance against benchmarks and make 

adjustments as challenges or issues arise (QUAL/QUANT) 

• Annual performance evaluation (led by the board of directors): Scaled rubrics can be 

used to "rate" staff on desired criteria (i.e., Unsatisfactory - 0, Below expectation - 1, 

Satisfactory - 2,  Above average - 3, Outstanding - 4; QUANT); short-answer questions 

can be developed for board and staff to describe their perceptions of the staff members 

strengths and weaknesses relative to clear and agreed-upon expectations (QUAL) 

o Some possible areas of inquiry: Quality of work, volume of work, effectiveness, 

initiative, independence, judgment, teamwork, service, management/supervision. 

o Fair standards: Make sure criteria and expectations are clear and agreed on from the 

beginning by everyone involved! 

o If appropriate, seek "360 degree" input – staff, artists, board, funders, patrons, other 

stakeholders.  

• Self-evaluations allow staff members to provide input on challenges and achievements 

that may go un-remarked in the stress of day-to-day operations. Multiple choice, scaled 

assessments of desired competencies, and short-answer questions are all useful for self-

evaluations (QUANT/QUAL) 

What evaluation activities are appropriate to your goals, feasible for you to undertake, 
and will help you find out what you want to know about your project? 
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• Simple but effective are "yes-no/1-0" checklists of agreed-upon activities, tasks, 

proficiencies, and short-term goals; analyze for both means of all items and clusters 

where deficiencies appear most often (QUANT)  

SAMPLE SCENARIO 2: Consultant or Contracted Vendor 

We are using our Arts Commission grant to hire a fund development consultant who will 

implement strategies and activities associated with the goal of Organizational Capacity. We 

want to increase our contributed revenues by 10 percent over the two-year grant period; to 

build relationships with at least 5 new funders; and to develop an individual donor campaign. 

Instruments and data for projects like this might include: 

• Consultancy description and brief narrative of hiring process; CV or short bio of 

consultant; LOA with deliverables, workplan, and timeline (QUAL) 

• Financial records showing contributed revenues from funding agencies for Year 1 

compared with 1) such revenues from past years 2) projections (QUANT) 

• Records of contacts and meetings with new funders; files of proposals (QUAL); archives 

of individual donor materials, including mailing lists, donor characteristics, response 

rates, follow ups, revenues generated, etc. (QUANT and QUAL) 

• Formal/informal progress reports from consultant(s) comparing deliverables, workplan, 

and timeline "as contracted" with "as implemented" (QUANT and QUAL) 

• Written reports on activities, achievements, challenges, and recommendations (QUAL) 

• Phone interviews with board development committee members regarding quality of 

interactions with and responses to consultant(s) (QUAL) 

• Formal/informal conversations with new funder contacts regarding quality of 

interactions with and responses to consultant(s) (QUAL) 

SAMPLE SCENARIO 3: Arts-Based Project/Program 

We are using our Arts Commission grant to partly support several new Artistic Capacity initiatives 

designed to grow and enhance our “Artsapalooza” arts fair. Funds have been earmarked for 

facility charges, artist and production fees, and marketing costs. Our goals are: A 10 percent 

increase in attendance by students and older adults over the two-year grant period; a 

measurable expansion of participation from new neighborhoods and artists; and increased 

interest in the festival by key stakeholder groups (participants, vendors, artists, etc.) 

Instruments and data for projects like this might include: 

• Number of attendees and their demographics, the latter collected using zips and Census 

data; comparison data collected from both projections and previous festivals (QUANT) 

• Number of actual exhibitors, demonstrations, workshops, and/or performances 

compared with projections and with past festivals (QUANT) 

• Records of marketing and outreach activities that target new neighborhoods and 

demonstrate culturally responsive/appropriate approaches (QUANT/QUAL) 

• Response rates by zip code or Census tract: How many people attended compared with 

type and volume of new outreach efforts? (QUANT) 

• Artists' materials: Biographies, resumes and work histories, mailers, press and reviews, 

etc., used to demonstrate "global arts" dimension of the festival (QUAL) 
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• Scaled and short-answer survey of attendees administered on-site by volunteers to 

determine quality of experience, expectations, future interest, etc. (QUANT/QUAL) 

• Phone interviews with cultural and neighborhood "champions" involved with the project 

to identify value-added components and effectiveness of new outreach (QUAL) 

• Post-festival focus group with staff and artists to identify what worked, what didn't, and 

how to make things better next year (QUAL)  

SAMPLE SCENARIO 4: Other Project/Program 

We are using our Arts Commission grant to support a broad-based marketing/fund 

development initiative that includes hiring an outside consultant/firm, conducting a market and 

fund development needs analysis, designing and implementing a comprehensive revenue-

generating workplan, and performing iterative assessments of progress and results that inform 

ongoing improvements. Our desired Organizational Capacity outcome is greater financial self-

reliance (the ability to generate resources and maintain a healthy funding base). Initiative- and 

agency-level goals include organizational learning (knowledge, skills, understanding, and 

attitudes), institutionalization of new strategies, increased demand for services and attendance 

at events, and improved brand recognition. 

Instruments and data for projects like this might include: 

• Rubric developed to assess quality of workplan documents developed by contracted 

vendor (QUAL) 

• Board and senior staff review interim progress reports, comparing contracted goals and 

strategies with work products and short/intermediate-term objectives (QUAL/QUANT) 

• Tracking and monitoring indicators of interest 

o Measurements of learning: Surveys, checklists, self-tests, minutes from task force 

meetings or other staff/board convenings, self-assessments of knowledge and skills, 

observations of activities, interviews with senior managers, etc. (QUAL/QUANT) 

o Measurements of financial health: Accounts, budgets, annual report, monthly 

financial statements, vital signs, actual/variance comparisons, etc. (QUANT) 

o Measurements of attendance: Ticket sales, head counts, demographics (who are 

they are where are they coming from?), no-shows, exchanges, groups, 

subscribers/members or single ticket buyers, donors, etc. (QUANT)  

o Measurements of awareness and value: On-line surveys, response cards, focus 

groups, point-of-sale questionnaire, etc. (QUAL/QUANT) 

SAMPLE SCENARIO 5: Arts Education Project – Residency  

We are using our Arts Commission grant to support increased Accessibility to our 

See!Draw!Paint! visual arts education program for 4th and 5th graders going to schools serving 

low-SES communities. Funds have been earmarked for teaching artist fees, professional 

development for educators, and classroom supplies. We expect to provide four 8-week 

residencies serving 120 students and their teachers each year of the two-year grant period. We 

want participants to increase their visual arts knowledge and skills and to develop positive 

attitudes toward artmaking. 

Instruments and data for projects like this might include: 

• Number of actual instructional hours compared with projections (QUANT) 
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• Number of participating students and their demographics compiled from the CDE website 

(QUANT); number of participating teachers, school administrators, and parents (QUANT) 

• Revenues and expenses compared with projections/equivalent past programs (QUANT) 

• For students: A scaled survey developed to measure attitudes and knowledge before 

and after participating in the residencies, using student resources, field trips, etc. 

(QUANT); two short-answer questions used to gather stories and insights about 

students' personal experiences and responses (QUAL) 

• For students: VAPA-aligned assessments of knowledge and skills (QUAL/QUANT) 

• For schools: Phone interviews with principals/assistant principals and teachers used to 

gather information and stories about attitudes, knowledge, barriers to participation, and 

other areas of interest (QUAL) 

• For your organization: Focus group with teaching artists and staff used to generate 

knowledge about achievements, problems, solutions, "promising practices," and 

anticipated changes (QUAL) 

• For your organization: On-line survey (scaled and short answer) of artists, managers, 

technicians, and other project personnel to identify strengths and weaknesses, 

problems and solutions, successes and failures (QUAL/QUANT) 
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