
Evaluation in practice
Hello! Welcome to the second lecture in this module on evaluation! My name is Cindy and in 
this lecture we will focus on the more practical aspects of evaluation. In the first lecture we 
looked at the more theoretical aspects of formative, summative, and developmental 
evaluation

1



Let’s begin with some foundational definitions: Baseline evaluation, Formative 
evaluation, Summative evaluation, and Developmental evaluation… and we’ll keep it 
at that… this is just the tip of the iceberg! Let’s start with ‘evaluation’.
Evaluation is often defined as the systematic and objective assessment of a planned, 
ongoing or completed project or programme, its design, implementation and results. 
An evaluation can have different purposes and approaches. One of these is…
Baseline evaluation – (I will cover this one here in a bit more detail as we won’t 
return to this type) Baseline evaluation is the first step in the evaluation process. It is 
an exploration of the current situation that offers an initial point of comparison. For 
example, organisationally, it can help to make an inventory of what evaluation 
practices and/or tools are currently in place or have been used formally and 
informally; what experience and expectations project team members bring with 
them into the project; or what external collaboration are in place at the start of a 
project. Another example of the use of baselines is capturing an snapshot of 
participants' attitude or understanding about a particular subject. Baselines can 
inform and guide the design of not only evaluation tools (which we will cover later 
on) but also the design of the project: training needs for staff, volunteers, potential 
collaborations that could be harnessed, etc.
Baseline evaluations are also a good way to acknowledge and recognise your team's 
talents e.g. some might have years of experience developing and delivering 
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activities, or developing communications' strategies or might be passionate about 
certain things - that might not have come up if the reflective space to capture the 
starting point of a project had not been created. It might also help to pinpoint, early 
on, potential issues that might arise - but this requires building trust and safe spaces 
(something we will get to later on).
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Other approaches are…
Formative evaluation - is carried out while the project is being developed and whilst 
it is running. It aims at improving or fine-tuning the implementation of a project (i.e. 
protocols, website, data collection tools, workshop materials, support to staff etc.) 
by assessing the effectiveness of the delivery of a project (it asks: did we accomplish 
what we wished to deliver and in the way we wanted?). Results from the evaluation 
inform the changes that can improve project and prepare the project for summative 
evaluation;
Summative evaluation is also referred to as outcomes or impact evaluation and is 
carried out at specific points in time during a project or at its end. It aims to make 
overall judgements about the merit, worth, and value of a project. It assesses if and 
how the aims set at the beginning of a project were met (it asks: did we accomplish 
what we promised to deliver?); 
Developmental evaluation applies to specific types of projects – especially those 
where the environment in which the project is unfolding is dynamic and emergent 
and/or where project leads operate fluidly, are keen to make radical changes to a 
project, have a strong vision to make a difference, and have willingness to embrace 
and welcome uncertainty and opportunities as they arise. We’ll discuss this type of 
evaluation in more detail as the lecture progresses. Developmental evaluation aims 
to help project designers and social innovators to explore needs, potential problems, 
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and identify possible approaches and avenues using iterative and rapid feedback.
Evaluation also has several applications such as outcomes evaluation, process 
evaluation, content evaluation, technology evaluation… but before we get ahead of 
ourselves, let us look at ‘the purpose of evaluation’. Patton (2015).
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Purpose of summative evaluation
To make judgement about overall merit, worth, and value of the program and model 
to inform and support major decision making.
To determine the future of the program and model, including especially whether it 
should be disseminated or scaled up.
To test, prove and validate programme/project models
Purpose of formative evaluation
Improve the program / project
Fine-tune the logic model, clarifying key elements and linkages from inputs to 
activities and processes to outputs, outcomes, and impact
Work out bugs in implementation; work iteratively to address problems
Determine efficacy and effectiveness at pilot level to establish readiness for 
summative evaluation
Stabilise and standardise the model to get it ready for summative evaluation
Test and validate instruments and procedures for summative evaluation
Patton (2015).
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Formative evaluation review
Priority questions
• What strengths and weaknesses show up as the model is being implemented?
• What are the participants’ reactions and how can their satisfaction be increased? 

How can outcomes and impact be increased?
• What works for whom, in what ways, and under what conditions?
• How can quality be enhanced? Have all major elements of the model been 

identified and implemented in a consistent manner? Do the different parts of the 
model fit together?

• What, if any, unintended consequences and contextual factors are found?
• Is the program model ready for summative evaluation?
Common evaluation approaches
• Midterm evaluations
• Logic model work and assessment
• Participant feedback
• Monitoring data on implementation and participation
• Quality enhancement
• Learning reviews
• Process evaluation
• Formative outcomes evaluation
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Summative evaluation: questions

Priority questions

 Does the project work? Does it achieve the stated outcomes?

 Does it meet participants needs?

 To what extent can outcomes be attributed to the intervention?

 Is the program model & theory clear, stable, & well implemented?

 What, if any, unintended consequences are found?

 What contextual factors affect effectiveness?

 Is this an especially effective practice that should be funded and discriminated 

as a model programme – a best practice?

 Should the project be continued, terminated, expanded, disseminated, taken to 

scale?

 Does it add value for money?

 How do outcomes and costs compare to other options?

 Is this an especially effective practice that should be funded and disseminated as 

a model / best practice?

Common evaluation approaches
• End-of-project (or end-of-funding period) external and independent evaluation
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• Outcomes and impact evaluation
• Cost benefit analysis
• Theory-driven evaluation
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Purpose of developmental evaluation
Help social innovators (e.g. CoP and CS leads) explore possibilities for addressing 
major problems and needs, and identify innovative approaches and solutions
Help develop promising innovation
Support ongoing development and adaptation of project in complex, uncertain, and 
dynamic conditions/environments
Document what actions innovators engage in, the short-term results and 
consequences of their actions, and their connections to the larger vision of the 
innovators
Identify emergent processes and outcomes that accompany innovation, and support 
making sense of the implications
Determine when and if an innovation is ready for formative evaluation as a pilot 
intervention
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Developmental evaluation: questions
Priority questions

 What is the baseline understanding of the situation? What are the vision and 

the values that will guide innovation? What are the initial conditions and the 

nature of the environment within which actions will occur?

 What do rapid feedback and initial results reveal about progress in desired 

directions?

 What is considered ‘working’ and ‘not working’ as exploration unfolds? 

 What processes and outcomes generate enthusiasm? Why?

 How is the program as an intervention system connected to and affected by 

larger systems in its environment? 

 What can be controlled and not controlled, predicted and not predicted, 

measured and not measured?

 What factors affect and guide ongoing exploration and development?

 What innovations emerge that merit more formal implementation as pilot 

programs ready for formative evaluation?

Common evaluation approaches

 Developmental evaluation
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 System and complexity-based interactive design

 Rapid assessment, rapid feedback

 Emergent evaluation

 Real-time evaluation

 Ongoing environmental scanning and outcomes monitoring

 Reflective practice

 Participatory action research

 Network analysis

 Systems change mapping
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