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Evaluating and Monitoring Tools
About Evaluation And Monitoring

You may be gathering information on a regular basis
to see how your project is doing. This monitoring
information will help you check progress against agreed
plans and will be useful when you report back to others
in your organisation, to trustees and to funders.
You may also wish to answer key questions,
for example, how and why certain outcomes
were achieved. This will mean bringing your
monitoring information together and collecting
additional information, analysing it, then
reflecting and learning from your findings. This
is usually called self-evaluation.
Evaluation goes further and deeper than
monitoring. Evaluation explores how and why
certain outcomes were achieved (or not, as the
case may be). It also looks at issues of quality
and worth, most importantly asking: what has
been the value and significance of the project
to those it was intended to affect? (and others
who have been affected) It may also identify
additional and unanticipated outcomes of
the project.
What is monitoring and evaluation?
Monitoring refers to setting targets and
milestones to measure your progress and
achievements, and whether the inputs are
producing the planned outputs. In other
words, monitoring sees whether the project is
delivering what it says it will.
Evaluation, for the purpose of this guide, we will
define as “a structured process to assess the
success of a project in meeting its goals and to
reflect on the lessons learned”.

Why evaluate?

• It is good practice when managing a project
• Allows you to track progress
• Allows you to identify issues early and
enables you to take corrective action

• Allows you to manage projects and
programmes based on the results of the
activities you undertake

• Provides accountability to your funders
• Allows you to repeat activities
Reasons to undertake an evaluation

• To assess whether a project has achieved
its goals

• To understand how the project achieved its
intended purpose, or why it may not have
done so

• To identify how efficient the project was in
achieving activities, objectives and goals

• To assess how the project impacted on the
participants

• To inform decision makers about how to
build on or improve a project

• To identify what isn’t working and correct it
• End of project evaluation allows you to
judge the success of the project
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Types of evaluation
Evaluation can be characterised as being either
formative or summative.
Formative evaluation
This usually takes place before or during the
project implementation stage with the aim of
improving the original design of the project.
Summative evaluation
This usually takes place at the end of the
project and focuses on the outcomes and
impacts of the project.

Formative

Summative

When
to use

Pre-project

Project
Development

Project
Implementation

Project
Implementation

Project
Implementation
and post-project

Why
use it?

To understand
or clarify
the need for
the project.

To make
clear the
changes that
you expect
the project to
make.

To improve
the project’s
design (continual
improvement) as
it is rolled out.

To ensure that
the project
activities are
being delivered
efficiently
and effectively.

To assess whether
the project has
met its goals,
whether there were
any unintended
consequences,
identify what
learning took place
and how to improve.
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The Evaluation Cycle
Types of things you might monitor:

• Profile information on your users
PLANNING

• Minutes of meetings
• Case records and case studies
• Attendance numbers
• Feedback sheets from training courses
and workshops

• Personal reflections and other records
of events

• Complaints and compliments from users
Evaluation – Before you begin:
Planning – Questions to ask yourself:

• Why do we want to do it?
• Who is it for?
• What will we monitor and evaluate?
• How will we do it?
• Who will do it and do we have the skills to
do it?

• What resources will we need, including
outside support?

• What will we do with the information
we get?
Monitoring – What do we monitor?

• Inputs: what you need to put into the
project, such as money, staff or volunteer
time, equipment, in-kind donations.

• Outputs: specific numbers of things you
do, such as providing training sessions,
numbers of people you work with, number
of residential programmes held.

• Outcomes: the changes you are making as a
result of your activities.

• Impacts: the long-term changes you are
making, or changes in the wider community,
as a result of your project.
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• Evaluation should be planned at the
beginning so you know what information to
monitor throughout the project

• Ask yourself, what additional information do
we need?

• Think clearly about what the focus of the
evaluation will be and how you will get the
information you need

• Where will you get the information if you
don’t already have it?

• Make sure you have set aside the time
needed to complete the evaluation or assist
those who are doing it for you

• Test your questionnaires out with a pilot
group first to see if you get the information
you want
Review – What to do with the information:

• Collate and write up the information in a
report format

• Use the information to feed into the
management of the project

• Make use of the findings to improve
your activities

• Tell others about your progress and what
you have learned

• Use the information to influence policy
change or secure further funding
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Stages in Carrying Out the Evaluation

Types of data collection
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Primary data

Questionnaires, interviews

Secondary data

Statistical information such as NINIS

Quantitative data

Numbers: How many? How often?

Qualitative data

Personal reactions and feelings, changes made, quotes from participants

Piloting

Testing questionnaires out with a small group of people first
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Evaluation Tools – Methods of Collecting Information
Semi-structured interview
Semi-structured interview is a qualitative
method of inquiry that combines a predetermined set of open questions (questions
that prompt discussion) with the opportunity for
the interviewer to explore particular themes or
responses further.
A semi-structured interview does not limit
respondents to a set of pre-determined
answers (unlike a structured questionnaire).
Focus Group
A focus group is where a group of people
(from around four to 12) are asked questions
about their experiences and opinions on
particular topics.
Focus groups use a facilitator and a semistructured interview process to prompt
discussion amongst a group of people.
Observation
Participant observation provides a means to
monitor the way in which people interact in a
workshop or other activity.
Participant observation can include whether
participants seem attentive, or ask questions
and engage in discussion.
Dartboard

Participants are asked to place a separate mark
within each sector that represents a question.
The nearer the bull’s eye, the more satisfied
a participant is, and the further they are away
from the centre, the less satisfied s/he is.
Questionnaire
Questionnaires are one of the most common
and popular tools to gather data from a large
number of people. A good questionnaire can be
a powerful tool to inform your evaluation, and
a poorly designed questionnaire can make life
difficult for both those that have to complete it,
and those analysing the data.
On-line Surveys/Questionnaires:
These can provide both quantitative and
qualitative data depending on what type of
questions are asked and which company is
used. They are relatively cheap and can be
promoted through other social media such as
Facebook and Twitter.
Case Study
Allows you to examine the impact and
changes on an individual, event or activity in
greater detail by focusing on an individual’s
progress and recording this or writing it up or
by focussing on a particular element of your
project and writing up the process.

The evaluation dartboard is a quick and simple
method for participants to rate the delivery of a
workshop, training session or similar activity.
Participants, using sticky dots or a marking
pen, make a mark on the dartboard based
on a rating scale, for example from ‘highly
satisfied’ to ‘highly dissatisfied’ or ‘exceeded
expectations’ to ‘missed the mark’.
An evaluation dartboard consists of drawing a
large circle on a flip chart paper, a whiteboard
or similar. You can then draw another ring in the
centre of the circle to represent the bull’s eye, and
one in between the centre and the outer ring.
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What a Basic Evaluation Report Covers
• Introduction
• Aims & Objectives of the evaluation

Tracking Project Progress

• Findings

When you are clear about your aim and
outcomes, you need to work out how you will
show the change your project is achieving
over time.

• Conclusions and recommendations

There are two key steps to this process:

Other Models

• Understanding and identifying the signs of

• How the evaluation was carried out

Inspiring Impact is a programme that aims to
change the way the UK voluntary sector thinks
about impact, and make high-quality impact
measurement the norm for charities and social
enterprises. The five main objectives, under five
themes, aim to answer the key questions for
the sector:

• What does good impact measurement
look like?

• How do we know what we need to
measure?

• How do we measure it?
• How can we compare with and learn from
others?

• What is the role of funders?

change (using indicators)

• Measuring the extent of change that is
happening (tracking progress)

Why is tracking progress important?
Tracking project progress will help you to:

• Know if your project is making the difference
you intended

• Understand what is working and what isn’t
and help you make changes to your project,
if you need to

• Track progress and provide information to
your funder(s)

• Learn from your project

For further information and other ideas go
to www.inspiringimpact.org
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Looking Back
Purpose
This activity is designed to obtain views from
people about whether they feel they have
changed in any way since the beginning of the
programme, and to identify:
1. How they feel they have changed
2. What contributed to this change
3. What it would take for them to change
even more.
This activity could be used to produce
evidence to contribute to recorded outcomes
for some individuals.
Conducting the activity

• Remind people of the activities you would
like them to think about. Explain that this
activity asks them to identify what they have
gained from that experience.

• Give everyone a, ‘Looking Back’ sheet
and a pen and go through the questions
with them.

• It is helpful to explain that the numbers are
entirely individual and are used to indicate
where people feel they were and are now
on the scale.. It is not a test or a competition
and each person’s numbers will probably
be different. Generally, people use scaling
readily. If some are puzzled, prompt with,
‘Five is a mid-point. Do you think of yourself
as being above or below that?’ Explain the
numbers are a means of helping them think
about their answers to the questions.

Community Development Capacity Building Toolkit

• Questions three, four and five may need
some illustration by way of gentle prompts.
For example: Q3 – Are there things you
know now that you didn’t before? Are
there things you can do now you couldn’t
before? Are there things you think about,
see differently or understand differently?
Q4 – Might it be to do with the activities,
the workers, your peers, other things?
Q5 – What would it take for you to change
even more?

• Remind people there are no right or wrong
answers – only responses that mean
something to the person filling it in.

• If people are working in pairs – maybe
‘interviewing’ each other – make
sure a sheet is completed for each
person. Encourage different rather than
duplicate responses.

• Debrief appropriately. In a small group,
the worker might ask individuals to share
their answers with each other. The worker
might ask a representative to report key
findings, or alternatively, via discussion,
draw on everyone’s contributions to form a
verbal summary.

• If you intend to draw together responses
from the group, ask each person to put their
name on the sheet and hand it in. (You may
want to photocopy them and return them
immediately or return them once you have
drawn information from them.)
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Looking Back
Capturing and using the evidence
Make a note of the points raised in the
debriefing as these may be additional to ones
written on the sheets. You might use both
sources of evidence in reports about the work
and its outcomes.
Information from the sheets and discussion can
be written up under three headings:

• Changes in people – how they say they
are different

This can be used as a basis for further
discussion with individuals perhaps using some
of the questions from the interview as prompts.
With groups it can form part of the process of
taking stock and reviewing what has gone on
and perhaps inform a discussion of programme
planning. It can also be used as an introduction
to other activities in the pack (e.g. Looking
Back can usefully precede or follow the
Wallpaper Walk).

• What people say contributed to
these changes

• Things people say that will increase
the changes
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Looking Back – Programme Evaluation
Name:
Date Completed:
1. Think back to when you started the programme.
How did you feel/what were you like?

2. Now you have finished the programme.
How do you feel/what are you like?

Give this a number between 1–10 (10 being the
highest score and 0 being the lowest).

Give this a number between 1–10 (10 being the
highest score and 0 being the lowest).

At the beginning

10

Now

10

Now think about the change:
3. In what ways have you changed? How are you different now?
For example: I’m a nicer person – calmer
I know more people

4. What caused the change (who, what, how)?
For example: Coming in instead of being out on the streets and messing about.
The trips out. J’s really sound.

5. What would it take to increase your final score by 2?
For example: More trips.
If we were open more nights especially the one they closed.
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Triggers for Talk

One – Start a Discussion
Purpose

• This activity can be used to get small groups
of people talking about their experience of a
shared event or series of events.

• It can be used as a warm up and lead in
to another reviewing activity. Alternatively,
the discussion can be deepened and the
prompts below used to ‘dig deeper’ to
discover what people learned/gained.

• Workers can use this as part of the
evaluating process to note particular
achievements and in discussions with
individuals and groups about planning
ongoing work.
Preparation

• Gather together things that will trigger
people’s memories of the event –
photographs, posters, artefacts/
memorabilia, music, etc. – any things you
think will provoke a response that can
be built on to form a conversation where
everyone is drawn in to begin reviewing an
event or set of experiences.
Conducting the activity

• Using the triggers you have gathered, ask
people to tell others one thing that comes
into their mind that relates to the event or
experiences you are discussing.

• This can be done as a round (each person
in turn contributes a memory) or in pairs
moving to fours (two people share a
memory each, then they pair with another
couple and the four share and then declare
to the group what they recall). It can be
started as a game where the one who is
‘on,’ faces the wall and periodically turns
round to ‘spy’ anyone moving, and others
line up along the opposite wall and aim
to get to the other side and declare their
recollections before they are ‘seen’ and take
over as the one who is ‘on’. If you use this
more active start, move into the discussion
by asking everyone to share their memory.

• You may like to draw everyone in to a
discussion of the event or set of experiences
focusing on ‘what we did’ and ‘what we got
out of it’. These prompts may be useful:
– What do you know now?
– What can you do now and/or what do you
do differently?
– What do you think and feel differently about?
Resources
Photographs and/or other artefacts to
trigger reminiscing.
Capturing and using the evidence
It is useful to make a note of what people say.
It may be that a colleague can act as scribe
and note key points made during the activity.
You may choose to use a flip chart to record
key points. This way you can check with the
group at the end that you have captured their
responses accurately.
Workers may wish to return to some of
the points made by individuals in their
conversations with them as part of their
ongoing work.
The evidence can be used with the group
at another time as a lead into other activities
designed to review achievements and progress.
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Two – Produce a Poster/Create a Visual Image
Purpose

• This activity can be used to involve
participants in reviewing their experiences
of a shared event by drawing a poster or
making a visual representation of aspects
of it

• It can be used as a warm up and lead in to
another reviewing activity

• Alternatively, it can be used to begin a
discussion, ‘digging deeper,’ to discover
what people learned/gained. Workers can
use this as part of the evaluating process
to note particular achievements, and in
discussions with individuals and groups
about planning ongoing work
Conducting the activity

• Inform the group of the event or set of
experiences that you wish them to focus on,
and explain the purpose is to produce visual
images of, ‘what we’ve done and what we
got out of it’

• People may like to work individually or in
pairs and you may decide to encourage
them to illustrate the experience as they
wish or to structure what they include by
asking them to draw things in response to
instructions you give, such as:

• What did we do? First, draw or denote the
activity/programme, now draw an image
you associate with it. E.g. What was the
music at the time? Who had the least sleep?
Add these in (i.e. variations to suit)

•

What did you get out of it? Draw some of
the things you gained

• You may find it useful to prompt the various
levels of learning by moving from the
general and probably descriptive to the
more reflective and specific

• Descriptive: e.g. ‘I got a weekend away from
my family’, ‘I bought a new hat’, ‘I learned
how to abseil’

• Reflective: e.g. ‘We had lots of fun together
and have good memories.’ ‘We learned to
sort out our differences by having time at
the end of the day for everyone to say how
it went

• What knowledge did you take away with
you? Did you learn anything about yourself/
others, such as an understanding of how
you behave?

• What you can do? Do you think any
differently? How you can illustrate this? Add
them in

• Show and share creations
Resources
Paper and pens/paint, etc.
Capturing and using the evidence

• The evidence of this activity is, ‘preserved’
on paper. Some people may like to
display their products yet others may
feel self-conscious about their artistic
abilities. If this is the case, a worker might
pick out elements from each ‘poster’
and produce a composite version –
either visually or in written form – which
indicates all the learning gains identified
by the group. Where particularly personal
gains are identified, these should be
rephrased/modified appropriately to
preserve confidentiality

• Workers can use the process (and the
products) to become aware of particular
achievements of individuals and use
this in their ongoing work with groups
and individuals
Sample recording document on following page.
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Triggers for Talk – Recording Document
Project: Project:
Date Completed:

Names: (list here and then use initials to identify their contributions below)

I know...

or, more broadly, what I got out of it...

I can do...

I think/feel differently about...

I will use this in/at/with...
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Outcomes Wheel
Purpose

Capturing and using the evidence

• This activity is designed to enable

• People may want to keep their wheels as

people to identify changes over time,
in relation to indicators of personal and
social development

• It provides a record of how people feel they
have moved over time. Visually representing
their progress can have a motivating effect
on the people who complete the wheels.
Workers can draw from the evidence of
people’s progress to record outcomes and
to illustrate to a wider audience the progress
participants have made
Preparation

• Decide whether you wish to undertake this
activity at the beginning and again at the
end of a programme; or whether you will ask
people to complete two wheels at the ‘end’
– one for ‘now’ and one thinking back to how
they were ‘before’
Resources

• Copies of wheels and guidance sheets
colouring pens

• Conducting the activity
• Explain to people that the wheel
shows indicators of personal and social
development from things they may do as part
of what they are involved in. The guidance
sheet gives more detail of each indicator and
may help people complete their wheel, talk it
through together if appropriate

• Ask participants to mark their position on
a scale 1-10 where 1 is low and 10 is high.
Emphasise that it is not a test or competition
and that participants will be likely to have
different places on the scale

• Encourage participants to colour in the
‘wedge’ from 1 to wherever they decide they
are to maximise the visual effect

they show the movement they have made –
in either direction – in accessible and visual
form. They form neat records of development
over time and people undertaking accredited
awards may find them to be useful evidence
of their progress

• Workers may like to request a photocopy
for their records. They are useful evidence
to use when planning work with individuals
and groups

• The evidence on the wheels may indicate
that a recorded outcome could be made for
particular individuals. Ask them to tell you
more detail about the changes in their scores.
What they say is useful evidence of the
movement they have made

• It is important to note that no emphasis
should be placed on the numerical scores.
They do not indicate the amount of
movement in any ‘true’ sense as there are no
fixed intervals between the numbers

• The evidence may thus only be used in
conversation with individuals and cannot be
added up to claim to others the amount of
movement individuals have made – or the
amount of value the programme in which
they have participated has added

• It is possible to identify indicators where there
is greatest movement for individuals and plot
these across the group. The outcomes are
listed down the side and individuals’ ‘before’
and ‘after’ scores are recorded. Taking each
individual in turn, work down their scores and
identify the outcomes where they have made
greatest movement (e.g. the three highest
scores for each individual). Three stars denote
the outcome where an individual has moved
the greatest amount, two stars next greatest
and one star the third greatest movement.
This sort of evidence can be used in reports
to demonstrate to others the progress a
number of individuals have made
Sample Outcomes Wheel on following page.
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Outcomes Wheel – Before Involvement
Name:
Project:
Date Completed:

12. Finding
information

10

1. Knowing
what I’m good at

9

11. Feel part of my
local community

2. Looking
after myself

8
7
6
5

10. Compromise
& negotiation

4

3. Understanding
my feelings

3
2

10 9

8

7

6

5

4

3

2

1

1

1

2

3

4

5

6

7

8

9 10

1
2

9. Value people
who are diﬀerent
from me

4. Sensitive to
feelings of others

3
4
5
6
7

5. Dealing
with setbacks

8

8. Learning
from mistakes

9
10
7. Having
a say
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Outcomes Wheel – Help Notes for People
If you are not quite sure what each heading on the Outcomes Wheel covers, here are some prompts
that can help you think about each part.
Examples – but choose your own:
1. Knowing what I’m good at:

5. Dealing with setbacks:

• What things do you know you are good at

• How do you cope if things don’t always

because they have worked well in the past?

• What things would you like to do better
because they have gone wrong in the past?

go well and can you bounce back
from disappointments?

• If someone upsets you, do you find it easy to
move on from this?

2. Looking after myself:

• How good are you at looking after your
health and fitness?

• How well do you manage stress?
• How effective are you in managing risky
behaviour? Can you keep yourself safe?
3. Understanding my feelings:

• What understanding do you have of your
feelings and how they affect your thoughts
and behaviour?

• Do you sometimes get angry with others
because you are feeling unhappy, down or
stressed? Can you control your emotions?
4. Sensitive to feelings of others:

• How sensitive are you to the feelings of
other people?

• Can you change your behaviour if someone
says you have upset them?

6. Developing interests:

• Would you say you developed any new
interests from the programme you have been
involved in?

• Do you take part in any creative activities
(music, art, writing, dance)? Have you taken
part in any outdoor or sporting activities that
you don’t usually do? Have you been involved
in other things you don’t usually do?
7. Having a say:

• Do you have a say in what goes on in
your club/project?

• Have you become involved in any members’
group, in finding out what other people
would like, or in telling other people about
people’s views?
8. Learning from mistakes:

• Do you learn from mistakes you make or
do you seem to make the same ones again
and again?

• Do you think about how you could do things
differently next time?
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9. Value people who are different from me:

• Do you feel comfortable with people from
all sorts of backgrounds?

• How can you learn from people who aren’t
the same as you, rather than disliking them?
10. Compromise and negotiation:

• How good are you at, ‘give and take’? Do
you recognise that you can’t always have
your own way all the time?

• How do you compromise, negotiate
and change your behaviour to get what
you want?
11 Feeling part of my local community:

• Do you think of your community positively?
Consider how you feel about people in your
community – do you feel good about them?

• Are you involved in any aspect of
community activity? Are you perhaps a
volunteer in any community project or in
your club/project? Do you help?
12 Finding information:

• Can you ask for the information that
you need?

• How good are you at getting information/
help that you need?

• Do you know what services are available to
you and how to find them?
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Outcomes Wheel – After Involvement
Name:
Project:
Date Completed:

12. Finding
information

10

1. Knowing
what I’m good at

9

11. Feel part of my
local community

2. Looking
after myself

8
7
6
5

10. Compromise
& negotiation

4

3. Understanding
my feelings

3
2
10 9

8

7

6

5

4

3

2

1

1

1

2

3

4

5

6

7

8

9 10

1
2

9. Value people
who are diﬀerent
from me

4. Sensitive to
feelings of others

3
4
5
6
7

5. Dealing
with setbacks

8

8. Learning
from mistakes

9
10
7. Having
a say
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Outcomes Wheel – For Student Use
Name:
Project:
Date Completed:

12. Finding
information

10

1. Knowing
what I’m good at

9

11. Feel part of my
local community

2. Looking
after myself

8
7
6
5

10. Compromise
& negotiation

4

3. Understanding
my feelings

3
2
10 9

8

7

6

5

4

3

2

1

1

1

2

3

4

5

6

7

8

9 10

1
2

9. Value people
who are diﬀerent
from me

4. Sensitive to
feelings of others

3
4
5
6
7

5. Dealing
with setbacks

8

8. Learning
from mistakes

9
10
7. Having
a say
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