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Introduction To Evaluation
Evaluation is a process that critically examines a 
programme. 

It involves systematically collecting and analysing 
information about a programme’s activities, 
characteristics, and outcomes. 

Its purpose is to make judgments about a programme:

● Does the program work? And how can it be improved? 

● Is the program worthwhile? 

● Are there alternatives that would be better? 

● Are there unintended consequences? 

● Are the program goals appropriate and useful? 

Why?

• To identify if it works – what are the outcomes and 
how big are these impacts? Is it worthwhile doing?

• To understand how it works, who it works for, in 
which contexts and why, to make improvements and 
scale up
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So evaluations can be:
1. Formative – looking at how programmes were 

delivered and what could be done differently, what 

enabled the delivery, what the challenges were, 

how these were overcome etc

2. Summative - establishing the impacts of taking 

part in the programme on different groups of people 

e.g.

• On students

• On teaching or other school staff

• On schools

• On career guidance professionals

• On parents/carers

• On other stakeholders
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But how do you 
go about doing 
this?

The first step is planning the 
evaluation. Plans will typically include 
the following:

• The evaluation framework you will work 
to

• The purpose and objectives of the 
evaluation 

• How the evaluation will meet the 
objectives

• Engaging stakeholders/participants

• How to report the results so that they can 
be used by the organisation
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Evaluation Models or Frameworks

• An evaluation model or framework is a tool 

used to organise and link evaluation questions, 

outcomes or outputs, indicators, data sources, 

and data collection methods. 

• In iCeGS the two most commonly used 

evaluation models are:

1.The Kirkpatrick model of evaluation

2.The GUSKEY model of evaluation
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The Kirkpatrick Model

• Donald Kirkpatrick, former Professor Emeritus at 
the University of Wisconsin, first published his 
model in 1959. He updated it in 1975, and again 
in 1993, when he published his best-known work, 
"Evaluating Training Programs."

• Each successive level of the model represents a 
more precise measure of the effectiveness of a 
training program. It was developed further by 
Donald and his son, James; and then by James 
and his wife, Wendy Kayser Kirkpatrick.

• In 2016, James and Wendy revised and clarified 
the original theory, and introduced the "New 
World Kirkpatrick Model" in their book, "Four 
Levels of Training Evaluation." One of the main 
additions is an emphasis on the importance of 
making training relevant to people's everyday 
jobs.

• The four levels are Reaction, Learning, 
Behaviour, and Results

https://www.amazon.com/Evaluating-Training-Programs-Four-Levels/dp/1576753484/
https://www.amazon.com/Kirkpatricks-Four-Levels-Training-Evaluation/dp/1607280086/
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The GUSKEY model
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Meeting the 
evaluation 
objectives: 
The logic 

model 

• The first step in measuring impact is 
identifying what you anticipate happening as a 
result of the programme.

• An easy way to do this is to construct a logic 
model.

• A logic model sets out the programme inputs 
and activities, what the outputs are, and what 
should happen as a result of these taking 
place, i.e. the impact of the programme. 

• It formalises assumptions and implied effects. 
It supports evaluation by encouraging clear 
articulation of the impacts the programme 
should have in the short, medium and long 
term.

• Sometimes a logic model can also contain 
information about how and why impacts take 
place although we would normally refer to this 
as a Theory of Change. 

• For our purposes, a logic model is a 
simpler representation of what you will do and 
what effects that will have.
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Worked Example: Widening access programme
Goal: To double the participation of students from disadvantaged backgrounds and increase by 20% the number of students from ethnic minority 

groups into higher education by 2020 within the Nottinghamshire and Derbyshire regions.

INPUTS ACTIVITIES OUTPUTS OUTCOMES

SHORT MEDIUM LONG

Time

Staff

Money

Materials

Equipment

Technology

Partners

Recruitment of new staff.

Development of knowledge of local 

culture, attitudes and employment 

prospects.

Audit of current provision (HE 

providers in the partnership)

colleges tailored to the needs of 

specific areas and reflecting 

educational pathways.

Build relationships with targeted 

schools.

Development and delivery of 3 

linked outreach activities to 

targeted students.

3 sessions on HE 

with 350 

students.

2 sessions on 

resilience and 

employability 

skill 

development.

CPD sessions (2) 

with 57 

teachers.

Teachers:

Positive attitude to helping provide 

HE progression programmes

Increased knowledge of FE and HE 

progression

Students:

Awareness of FE and HE 

Development of career plan

Knowledge of FE and HE options, 

funding, requirements and 

employment/career plans

Attitudes to FE and HE and careers

Skills (employability and academic)

Aspirations to attend FE or HE

Motivation to attend FE and HE

Teachers:

Involvement in 

HE progression 

programmes

Students:

Career 

development 

plans.

Increased 

attainment.

Employability 

and academic 

skill 

development 

with evidence.

Intentions to 

progress to HE

Increased 

applications and 

progression to 

HE
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Which levels of impact are feasible for you to assess?

Return on investment

Results (long term)

Behaviour change (medium term)

Learning (short term)

Reaction (immediate)

Take-up

Investment

All of these levels of impact 

matter!

But as you move up the levels 

they become more difficult to 

measure/assess.

Think about the timeframes you 

are working within. This dictates 

what you can measure
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Measuring short, medium and long term outcomes: some 

popular methods

Cost/benefit analysis

Attainment, actual destinations

Career plans, intended destinations, attendance, engagement

Career readiness through psychometrics such as Future Skills, TACLI, 

surveys, focus groups, teacher observations

Feedback sheets

Monitoring data

Costs
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Working out what data YOU need: 

The Data Requirements Table

Objective What do I need to measure? Who has this 

information?

What is the best way to 

capture it?

When?

Identify students immediate reactions 

to session

Student reactions Students Feedback sheet Immediately after 

session

Identify guidance professionals 

learning

What the guidance professionals 

know now

Career guidance 

professionals. Peers.

Structured interview. Interview 

observations by peers.

After CPD/training 

course. 

During guidance 

interviews

Identify short term outcomes e.g. 

career related learning

Students career related 

knowledge and management 

skills

Students and possibly 

practitioners, teachers 

and parents

Students: Career action plans, 

psychometric measure of 

career related /management 

skills e.g. Future Skills.

Teacher observations through 

interview/focus group

Before programme 

starts and after 

programme finishes.

After programme 

finishes.

Identify medium term outcomes e.g. 

intended destinations, engagement 

with learning in the classroom

What the students are intending 

to do after school/college. 

Students behaviour in the 

classroom 

Students

Teachers

Survey, career action plans.

Teacher observations (captured 

in focus groups)

After programme 

finishes

Identify long term outcomes e.g. 

sustained destinations

Where the students are six 

months after finishing 

school/college

Students, school, 

college, local authority

Email, telephone call Six  months after 

student has left 

school/college
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Constructing your measures

The most commonly used measures are:

1. Feedback sheets – should be short and assess 
learning outcomes from each session or the 
programme as whole

2. A measure of career related learning/career 
management and employability skills (e.g. 
standardised psychometric) –should be 
standardised, valid and reliable and demonstrate 
‘distance travelled’ so delivered pre and post 
programme.  

3. Surveys – should ask mostly closed questions and 
use Likert scales for responses as much as 
possible

4. Interview/focus group schedules – should ask 
mostly open ended questions and be focused on 
the changes the participants have noticed and 
what they attribute these too
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Constructing surveys: 

Top tips

1. Make sure you ask questions directly 
related to the learning or behaviour 
changes you are trying to assess (get 
the data you need to answer your 
objective – refer back to your data 
requirements table)

2. Wherever possible ask questions that 
require a response on a Likert scale 
rather than a tick box (gives better data 
for statistical analyses) e.g. ‘My students 
talk about their next steps’

3. Write questions that are simple, to the 
point

4. Use words with clear, unambiguous 
meanings

5. Avoid double barrelled questions

6. Offer ‘don’t know’ or N/A for questions 
where they may not have an answer

7. Avoid offering too few or too many 
response options and ensure if you are 
using categorical response systems that 
categories do not overlap

8. Make recall easy – don’t ask about 
events that happened a long time ago

Strongly 

agree

Agree Neither 

agree nor 

disagree

Disagree Strongly 

disagree

1 2 3 4 5
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Constructing interview 
schedules: Top tips

• Start with easy questions that help the participant(s) to relax and open up.

• Questions should be simple.  Do not ask more than one question at a time. 
Don’t ask unnecessary questions – make sure they all relate to your 
objective(s). 

• The best questions are those which elicit the longest answers from the 
respondent.  Do not ask questions that can be answered with one word. 

• Types of questions or other interview talk:

– Direct questions: ‘Do you find it easy to keep smiling when serving 
customers?’ Such questions are perhaps best left until towards the end 
of the interview, in order not to influence the direction of the interview too 
much. 

– Indirect questions: ‘What do most people round here think of the ways 
that management treats its staff?’, perhaps followed up by ‘Is that the 
way you feel too?’, in order to get at the individual’s own view. 

– Structuring questions: ‘I would now like to move on to a different topic’. 
Follow-up questions: getting the interviewee to elaborate his/her answer, 
such as ‘Could you say some more about that?’; ‘What do you mean by 
that . . .?’ 

– Probing questions: following up what has been said through direct 
questioning.

– Specifying questions: ‘What did you do then?’; ‘How did X react to 
what you said?’ 

– Interpreting questions: ‘Do you mean that your leadership role has had 
to change from one of encouraging others to a more directive one?’
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Engaging Stakeholders

• Build in data collection to the programme 

design and delivery 

• Be flexible in how and when you meet/talk 

with participants

• Consider using incentives

• Use the relationships you have with staff 

across schools and colleges to encourage 

participation

• Highlight the benefits of having this data 

e.g. programme improvement
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Analysing and reporting

• Structure your analyses and reports by the 
evaluation objectives

• Use graphs, pictures and figures to illustrate your 
data

• Don’t be afraid of doing simple statistics

• Be careful not to draw conclusions that the data 
do not uphold

• Think about how much detail is needed for the 
report e.g. full technical report? Infographic? 
Executive summary?

• Who needs to see this information?

• When do they need to see this information?

• How will you ensure the findings are used to 
develop the programme?
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Final questions?


