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Learning Objectives

1. Learn the types of evaluation appropriate for different 
evaluation questions

2. Clarify the value of different types of evaluation

3. Recognize what type of evaluation an intervention 
is ready for

LEARNING OBJECT IVES



Evaluation Can Answer Many Questions

 Does this intervention work?
 Does the intervention produce the desired 

outcomes?
 Is the intervention working as planned?
 What are the most important program model 

components?
 Is the intervention carried out as intended?

Implementer—
who carries out 
the intervention



Evaluators May Recommend Different Types 
of Evaluation

 Impact 
 Summative/Outcome
 Process 
 Formative 
 Implementation 
 Developmental

Evaluator—who 
evaluates the 
intervention



How Do You Fit the Right Types of Evaluation to 
Your Evaluation Questions?

Evaluation 
Questions Types of Evaluation



You Need to Know Your Evaluation Questions and 
Something about the Intervention

Evaluation 
Questions

Intervention

Context
and

Life Cycle

Types of 
Evaluation

1. How well developed is the intervention?
2. How ready is the organization to evaluate the intervention?



Implementers play an essential role in 
communicating to evaluators about the 

intervention’s life cycle and organizational 
context when preparing for evaluation.



Scenario 1 

You have a fully implemented, established 
intervention and want to find out if participants are 

better off than they would have been otherwise 
because of the intervention.
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Does the Intervention Work?

 It’s the evaluation question we all want to answer with YES.
 Why?
We want to offer highest quality service possible.
We want to use evidence-based practices.
We want to continue receiving funds so we can replicate 

research and build more evidence.

 How do we KNOW if the intervention works?

OUTCOMES
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OUTCOMES

Control Treated

Two Approaches to Evaluating Impact

 Randomized controlled trial (RCT) currently = gold standard, 
or considered the most rigorous type of evaluation

 Quasi-experimental design (QED)
 Both estimate the counterfactual = what would have 

happened to the treated group if they were not treated
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Examples of Impact Evaluation Questions

 Did the intervention reduce children’s time spent in foster 
care?

 Did children in the intervention spend fewer days in foster 
care than children who did not participate?

OUTCOMES
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Ideal Conditions for Doing an Impact Evaluation

 Well-established, well-defined program model that will not 
change

 Consistent quantity and quality for all participants
 High-quality environment to support the work
 Clearly defined, predictable outcomes

OUTCOMES



What if we’re not there yet?



Scenario 2

You have an intervention that is expected to produce a 
certain outcome for participants, but you don't know if 

or how well it actually does.
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A Summative/Outcome Evaluation Can Help Your 
Agency Get Ready to Do an Impact Evaluation
 Why?
 No counterfactual (comparison or control group to figure out what 

would have happened to the treated group if they were not treated)
 Need a better understanding of potential results

 Examples: 
 Measure participant results against a benchmark
 Measure change in participant results over time

OUTCOMES
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What a Summative/Outcome Evaluation Can and 
Cannot Do
 What a summative/outcome evaluation can do:
 Clarify or define outcomes
 Improve prediction of results

 What a summative/outcome evaluation cannot do:
 Make claims about whether outcomes are a result of the 

intervention

OUTCOMES
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Examples of Outcome Evaluation Questions

 Did young people in the program leave foster care within two 
years of the program start date?

 Do children in the program experience decreased trauma 
symptoms over time?

OUTCOMES



What if we’re not sure about whether all 
participants are receiving the same amount and 

quality of service?



Scenario 3

You know what your intervention is meant to do, but 
you can’t say if it’s being carried out consistently for all 

participants.
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PROCESS

Process Evaluation Can Help Your Agency Know 
Whether the Intervention Is Operating as Planned

Continuous 
Quality 

Improvement 
(CQI)

 Fidelity: intervention components delivered as intended
 What process evaluation can help your agency do: 
 Monitor intervention activities
 Understand how the context affects service delivery
 Identify practice barriers and facilitators
 Help explain why outcomes are or are not being produced
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Examples of Process Evaluation Questions

 Did the program serve the intended population? Why or why 
not?

 Did participants receive all of the core model components? If 
not, what were the barriers?

PROCESS



What if our program model is not well-defined?



Scenario 4

Your intervention has a newly developed theory of 
change or logic model, and you’re not sure if and how 

the pieces fit together.
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Formative Evaluation Can Help Your Agency Clarify 
and Improve Its Program Model
 What formative evaluation can help your agency do:
Identify core program model components
Operationalize best practices
Determine need for changes
Define fidelity benchmarks (e.g., performance or participation goals)
Systematize approach across multiple staff or sites

FORMATIVE
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Examples of Formative Evaluation Questions

 Which meeting facilitation practices help improve parents’ 
engagement in their case planning?

 What are the most important aspects of the collaborative 
team model, and how can they be strengthened?

FORMATIVE



What organizational supports are needed to 
implement an intervention?



Scenario 5

You don’t know if your agency is ready to fully support 
the intervention.
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Implementation Evaluation Can Help Your Agency 
Better Support the Intervention
 Focus on leadership, workforce, and agency infrastructure 

supports for the program (e.g., messaging, training, data 
system)

 What implementation evaluation can help your agency do:
Understand its own organizational context
Assess readiness to implement the intervention
Reveal “hidden” yet powerful influences on the intervention’s 

success or failure

IMPLEMENTAT ION
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Examples of Implementation Evaluation Questions

 What program, provider, or system factors supported 
successful implementation? What were the barriers?

 How ready is the organization to implement structured case 
planning program?

IMPLEMENTAT ION



What if we’re innovating?



Scenario 6

You are developing a new intervention, or adapting 
components of an intervention for a new population, 
and want to know what may or may not be working.
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Developmental Evaluation

 Focus on developing something new, inventing, or exploring
 What’s the value?
Documenting the emergence of something new
Managing a high amount of complexity
Highly responsive to a changing environment
The evaluator is part of (not external to) the process

DEVELOPMENTAL
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Examples of Developmental Evaluation Questions

 Can the program values be seen clearly in meeting facilitation 
practice?

 What should youth-centered case planning meetings look 
like?

DEVELOPMENTAL
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PUTT ING IT  TOGETHER

Summary: What Can Be Learned from Evaluation
Evaluation type What can be learned

Impact If producing outcomes better than without

Summative/Outcome If producing outcomes as expected

Process If program operating as expected

Formative If model is well defined

Implementation If organization is supportive

Developmental Create something new



36

Putting It All Together

Value in all types of evaluation

Readiness for impact evaluation

Benefits of blending types in 
one evaluation plan

PUTTING IT  TOGETHER
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PUTT ING IT  TOGETHER

Build Readiness to Test Impact

INTERVENTION LIFE CYCLE: Degree of Maturity

ImpactSummative 
outcomeProcessFormativeImple-

mentation
Develop-
mental

INTERVENTION CONTEXT: Degree of Readiness
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PUTT ING IT  TOGETHER

Blending Types to Answer Multiple Evaluation 
Questions

Formative

Examine a model 
component used 
for a new 
population

Process

Monitor program 
activity

Fidelity to 
program model

Outcome

Involvement in 
case planning

Rate of 
reunification with 
parent(s)



Discussion
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