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Why evaluate?
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Evaluation is the structured interpretation and giving of meaning to predicted or actual 

impacts of proposals or results. It looks at original objectives, and at what is either 

predicted or what was accomplished and how it was accomplished.

Michael Scriven The methodology of evaluation (1967)

Evaluation – some definitions



Evaluation

Evaluation – relates to something 

particular eg. a project, 

programme or aspect of your work.

This differentiates it from a 

process of market research, public 

opinion polling or aggregated data 

in general



Summative or Formative Evaluation?

Summative
→ typically reporting to funders, stakeholders

→ important for publicity – tell a good story

→ report back to artists, participants, partners

Formative
→ needed for long term programme or projects

→ improve within a project or one to the next

→ disseminate learning outcomes to partners, sector

Evaluation – Purpose



Summative or Formative Evaluation?

Process evaluation

→ How the activity/project/programme was designed?

→ How it was delivered?

→ Who was responsible for / involved in the delivery?

Outcome evaluation
→ Who did it benefit?

→ How did it benefit them?

→ Does the outcome represent change?

Evaluation – Process and outcomes



Evaluation Principles – Centre for Cultural Value
https://www.culturalvalue.org.uk/our-work/evaluation/evaluation-principles/#beneficial

https://www.culturalvalue.org.uk/our-work/evaluation/evaluation-principles/#beneficial


Evaluation principles

- Beneficial – committed to learning before, during and after

- Robust – gather evidence using suitable data collection methods

- People-centred – reflects the interests and involves those involved

- Connected – transparent, using contextual data and shared



Getting everyone involved



Theory of Change model

What is 
the 

problem to 
solve?

Key 
audience

Point of 
entry to 

reach them

Steps to 
bring about 

change

Measurable 
effect

Wider 
Benefits

What is 
the long-

term 
change or 
your goal? 



Theory of Change model

It emphasises a journey to a planned goal - alternatively described as a 

‘story of change’ – a ‘story’ or ‘narrative’ in which you make a difference 

and outline how you are going to achieve it.

• it helps us to define what we are planning to do rather than being based on 

vague aspirations

• it’s collaborative and consensual so we can plan together to agree what we 

want to do and understand where there might be problems

• and vitally for evaluation, once we know what we are aiming to do, we can 

decide how we are going to measure whether it has been achieved



Theory of change model (Open University/Nesta)

Theory of Change Toolkit, 

Open University / Nesta: 

https://diytoolkit.org/to

ols/theory-of-change/

https://diytoolkit.org/tools/theory-of-change/


Theory of Change Template: Nesta / OU example

https://diytoolkit.org/tools/theory-of-change/



What steps will you take to bring about the change? 

What activities, projects, programmes will be designed to bring about the 

change? 

• Attending training - builds skills in creative activity

• Free/outdoor events - attract people to arts/culture for the first time

• Consulting a local community - ensures their voice influences how local heritage 

is interpreted, and they will feel a sense of ownership

• Drop in, free, participative activity for the under 5s - introduces families to our 

new venue 

• Artist mentoring - increases chances of career development



What change do you want to make?

What are you trying to achieve – what sort of change?

What defines the change you want to make?
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Outcomes and impacts



What will the change look like? 

From the perspective of those you are engaging or involving, what will the 

benefit or change be, look or feel like?  Immediately… and over time?

• I did something new/different… and I plan to do [it] again

• I know more about [xx]… I am now more interested in…

• My confidence has grown [because…]… I am now more confident to… 

• I met new people… I feel more part of my community

• We designed something together… maybe we can influence other things…

• Xx number of people came… bringing income to our organisation/local businesses



Logic model

Inputs

What 
resources are 

needed

People, 
capacity, ££ 

etc

Outputs

…to deliver 
the 

programme

What 
activities will 

you do

Outcomes

…for people 
to feel the 
benefits

From your 
project 

objectives

Impacts

…and to 
achieve the 

change

From your 
strategic 

aims/ theory 
of change



Indicators to measures and 

metrics



The role of data - from aims to indicators
To turn outcomes and outputs into ‘indicators’ - an observed value of a 

variable – we need to turn it into something that can be measured eg.

- Spend on food of those attending festival

- Attendance at 6 workshops

- % families children 5–16yrs attending

- Xxx rated very good

- Improved skills

- Increasing positive contributions

- Changed perceptions of the venue

- Conversion of web visits to sign-ups

- Proportion of apprentices that went on to get full time jobs



Attendance / participation

Audience profile

Behaviour

Motivations

Experience

Attitudes, perceptions

Values, intentions

Easier

Harder

Quantitative

Qualitative

Different types of things to measure



Project Element Outcomes Outputs Indicators Methodology

What are you trying 

to do?

What is the change 

you are trying to 

achieve?

What will be the 

concrete results of 

what you are doing?

How will you know 

what has been 

achieved? What will 

success look like?

What will you look for 

in ‘soft’ qualitative 

outcomes?

What evidence do you 

need?

What will you use to 

find out what you need 

to find out?

A Simple Evaluation Matrix



The Evaluation Matrix (Example)

Project Element Outcomes Outputs Indicators Methodology

Project to increase 

awareness of and use of local 

library amongst young 

people in the area

What are you trying to do? What 

is the change you are trying to 

achieve? What are your aims and 

objectives?

What will be the concrete results of 

what you are doing?

How will you know if you have 

been successful? What evidence 

do you need?

What will you use to find out what 

you want to know?

Live performances in the 

library for young people (16-

21 year olds)

Young people consider the 

library as a place for them, 

where they feel at home and 

want to visit

Young people physically attend and 

over time young people increase 

their frequency.

Events have at least 60% 

capacity. 16-21 year olds make up 

at least 30% of audience.

90% come from within 5 mile.

Young people have a positive 

experience 

Young people’s reflections on 

project provide useful criticism 

and suggestions.

100 sign ups to Facebook group in 

first quarter.

Ticket records include postcodes.

Self-completion questionnaire with 

questions about demography and 

feedback on events/

Focus groups and qualitative 

feedback through social media

Facebook monitoring and track over 

time.

Video filming project for 

young people with local 

artist including people from 

less engaged groups

Young people appreciate the 

library as a creative centre.

Young people develop film 

making skills

Creative participation from 

those not normally engaged

Young people who do not normally 

engage with culture attend and 

participate in full course.

Young people produce short films 

based on a library theme.

At least 70% of participants from 

the lower engaged Audience 

Spectrum groups

At least 75% of participants 

complete a 5 minute film

Young People have learned new 

film making skills

60% of participants sign up to be 

informed about future projects

Feedback forms / surveys 

completed including postcodes –

measured against Audience 

Spectrum categories

Record keeping

Mailing list tracking

Responses from survey / form



Use of baseline data and benchmarks

- A baseline is data or evidence which is the situation at the beginning of 

the project or defined period (prior to its start or difference between 

the beginning and the end of a project)

- The best source needs to align with your data collection approach

- A benchmark is a set point - an indicator or set of indicators used to 

compare it to other indicators eg. The average IQ in schools in 

Hertfordshire in July 2020 is 120.

- You can create your own benchmarks based on historical data or use ‘sector’ 

benchmarks, population data, national reports





Data collection



Data for evaluation needs to be

Valid

• measuring what it is we 
want data to measure

does the data show what 
we want it to show?

Reliable

• measuring accurately 
what the data is 
supposed to measure

can we trust the data to 
show it correctly?

Available

• accessible and useable 
or can be created by us

can we get this data?



And what can you do with it? 

Context: population

Activity

Outcomes
Behavioural/ 
Attitudinal

Geographic

Profiles: Audience 
Spectrum & 
Demographic



And what can you do with it? 

Context: population

Activity

Attitudinal Behavioural

Geographic

Profiles: Audience 
Spectrum & 
Demographic

Baseline: informs objectives and against which 

engagement objectives, change and impact is 

measured

What: is the activity, who delivered, 

who is it designed for, was it delivered, 

outputs, numbers

Where: is activity 

.v. where did 

audiences come 

from 

Who: Assess profiles 

against baselines 

and targets for 

activity

How: did audiences 

engage, repeat, 

change, motivations

Outcomes:

enjoy/learn, change 

views, perceptions, 

interest… 



Data Sources 

Context: population – Secondary Sources – Census, Cultural 
Participation Monitor, others…

Activity - documentation

Outcomes – surveys, 
qual etc.

Behavioural/Attitudinal 
– booking, surveys, qual 
etc.

Geographic –
Postcodes, wards -
mapping

Profiles: Audience 
Spectrum & 
Demographic – Post-
codes and 
monitoring/surveys



• What do you really want to know for the purposes of 
your evaluation? And how does it relate to your overall 
purpose?

• What should be the balance of numbers, opinions, words 
and pictures in reporting?

• What are the circumstances and needs of the audience?

• What resources do you have for data collection? Time, 

staff, materials?

• Bring it back to the evaluation principles

Choosing methodologies



Quantitative Qualitative

Open

Participant oriented

Unexpected

Deep

Engaging

Requires more analysis

Numbers

Standardised

% change

Comparison

Measurably accurate

Easily presentable

Representative

Robust

Primary Research: Quantitative .v. Qualitative



• Take a purely qualitative approach asking participants to 

fill in diaries, take part in discussions etc → places an 

emphasis on interpretation

• Get participants to self-define how confident they feel –

open question in survey or group → to show improvement 

this needs to be asked at the beginning and end

• Ask participants directly about the impact of the project on 

their confidence using a scale (‘how far did this project 

encourage you to feel confident to …’)

• Use a particular question with a scale asked at the 

beginning and the end – ‘how confident do you feel about 

using data for evaluation where 1 is not at all and 10 is a 

great deal’

• Break the idea of confidence down into smaller elements 

that can be asked as particular questions eg. confidence 

implies an action – confidence to do what exactly? →

requires more thinking and expertise – could involve 

external evaluator

Turning qualitative aims into 

indicators is one of the 

harder things to do in 

evaluation

Participatory projects that 

have social aims are 

especially tricky!

Eg. consider a project that 

might want to improve 

participants’ confidence

Different approaches are 

possible

The harder things to measure



Focus groups

• Deeper conversations between 

participants

• Recruitment is a big consideration –

you may need to pay people

• Topic guide – structured conversation

• Use of other materials to reflect on –

eg. video, publicity material



Other qualitative techniques ...



More meaningful

Analytics tools can help you to assess impact

• It’s not an exact science – what is relevant for your project?

• Many possible data sources (with differing metrics)

• Digital analytics tools will tell you lots about what people did 

but not much about who they are, their motivation or how 

they felt about the experience.

Digital Considerations



More meaningful

• Google Analytics

• Social media insights 

• YouTube/Vimeo 

• Streaming platform insights

Big numbers aren’t always the most relevant indicator of impact.

Depth of engagement may be more important to your project than overall 

size of audience/reach

Which tools might be useful?



Linking evaluation to learning



Plan / do / review…



Learning through Experimentation? Double Loop Learning

Underlying 
Assumptions

WHY

Goals, Values, 
Actions

HOW

Results,
Consequences

WHAT

Challenge “Defensive Reasoning” – fixed ideas, prejudices, 

“fast thinking” = self awareness and awareness of others

Single loop learning

Double loop learning



More meaningful

Design your outputs/report/presentation for your ‘audience’

• Do they like facts and figures?

• Do they like examples and case studies?

• Is it the detail that they need?

• Is it a briefing sheet or an advocacy piece?

• What format is appropriate – written/visual/audio-visual

Who is the evaluation for?



The story we want to tell?

https://www.artlinkhull.co.uk/wp-

content/uploads/2019/06/CulturalCollisions_Print-

compressed.pdf

https://www.artlinkhull.co.uk/wp-content/uploads/2019/06/CulturalCollisions_Print-compressed.pdf


Thank you!

www.theaudienceagency.org

penny.mills@theaudienceagency.org
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