
Presenters: 
Nancy Hewat, Ph.D.

Synthesis Evaluation & Research, LLC 
Lisa Marckini-Polk  

Civic Research Services, Inc. 

Heritage Grants Program:  

Evaluation Plan



Agenda for This Afternoon
• Understanding evaluation 
• Data collection tools and methods 
• Small group sessions to start developing your 

evaluation plan  
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Purpose of the HGP Evaluation

• Document success in achieving project goals
• Share lessons and insights gained through your 

project 
• Accountability and reporting requirement for 

MHC and WKKF
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Understanding Evaluation 
• Assessing the success of your project
• Outputs:  Completion of planned activities 
• Outcomes:  Changes that occur as a result of the project

• Intended outcomes, i.e., changes that you expect to occur as 
a direct consequence of your project, i.e., what your project 
is designed to achieve. 

1. Short-term:  Learning, awareness, knowledge, attitudes, 
2. Medium-term: Actions, behaviors, practices, decisions,  

policies, social action
3. Longer-term:  Changes in conditions/impacts (social, 

economic, civic, environmental)
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       Activities, Outputs, Outcomes

Activity Output
Outcomes 
Short-term  
Mid-term 

Outcomes  
Longer-term 

(Impacts) 

Incarcerated  young 
women will attend 

weekly workshops that 
illustrate how the arts 

can be used to tell 
stories by and about 

women    

Participants will 
discover and share 

their authentic voices, 
personal struggles, 

and diverse narratives.   

Those who read the 
stories will better 

understand the unique 
situations and needs of 

the girls

Participants will 
create stories of their 

own using poetry, 
songs, dances, theater

Participant works will 
be collected, 

published, and 
distributed in an 

“EBook"

Light will be shed on 
the past and current 

social, economic, and 
other factors that 

have contributed to 
their current situation

Participants will take 
ownership of their 

futures 

Participants will feel 
empowered to connect 

with the history of 
their community 

Those who read the 
stories will understand 
and begin to address 

factors contributing to 
racial disparities in 

adult system  

Example #1



       Activities, Outputs, Outcomes

Activity Output
Outcomes 
Short-term  
Mid-term 

Outcomes  
Longer-term 

(Impacts) 

Oral histories will be 
recorded   

Stories and prior life 
experiences are 

preserved for future 
generations

Photos documenting 
life experiences will 

be collected 

Traveling exhibit is 
presented

Descendants better 
understand the risks 

and rewards for 
ancestors who 

resettled in U.S. 

   
 

An AV traveling 
exhibit will be 

created 

Cultural identity of 
participants is 

enhanced
Viewers gain more 

awareness and 
understanding of 

those in target group

Possibility of racial 
and ethnic 

discrimination is 
reduced

Example #2



       Activities, Outputs, Outcomes
Activity Output

Outcomes 
Short-term  
Mid-term 

Outcomes  
Longer-term 

(Impacts) 

Existing oral history 
and interviews will be 
changed from cassette 
to digital files, with 
annotated versions 

available via the web

All event participants 
will learn about the 

city’s African American 
past through authentic 

voices

A small number of 
printed versions will be 

created as back up.  

Several community 
events will highlight 

the themes emphasized 
through the project

Young African 
Americans who attend 

the events will be more 
aware and proud of 

their heritage

African American 
community members 
will have a increased 
sense of community 

ownership
Interviews of people 
with historical ties to 
neighborhood, along 
with photos they may 

have, to be 
documented

An archive of historical 
documents & oral 
histories will be 

preserved for future 
generations

New residents will have 
greater understanding 
and respect for the 

history of their 
community 

Community members 
will be inspired to 

continue preserving 
local history  

Example #3



Six (6) Heritage Evaluation Questions

1.   What activities did you implement/complete (outputs) during the 
grant period? Please be specific. 
(a)  Were there any activities that you planned but did not complete?  If yes, please explain what 

was not completed and why? 

2.   Who did you serve, engage, or inform through your project?  
(a)  Providers of information (e.g., those who are interviewed, who provide oral histories, furnish 

historical artifacts)  
(b)  Collectors of information (e.g., those who do research on topics, conduct interviews, catalogue 

artifacts)   
(c)  Creators of Products (e.g., those who prepare exhibits, write plays, do performances)
(d)  Consumers of Information & Products (e.g., those who are audience members, community 

event participants)
(e)  Others   

For each category: 
(a)  characteristics (e.g., ages, gender, race/ethnicity) 
(b)  number of children                                               
(c)  number of families
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Heritage Evaluation Questions (continued)

  3.   What were the primary intended outcomes of your effort? 
-  To what extent were these achieved?  

4.  How did you attempt to address issues of racial equity through your 
project? 

-  To what extent were your efforts successful? (Impacts)  

  5.  What were the pre/post results of your project for 
participants?  

-  Did results differ by participant group/characteristics?

  6.  Did you note any unintended outcomes? If yes, please explain.
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Data Sources and Tools  
• Sources 
• People:  Information providers, collectors, consumers/viewers/users, 

product creators, others 
• Products:  Project documents (e.g., student reports, plays, exhibits, 

curricula)
• Other Evidence: Policies, practices, newspaper articles, economic data, etc. 

•  Required Evaluation Tools/Methods 
• Audience survey (sample provided)
• Significant Change Process (SCP) (Forms and “How-to” Guide provided)
• Pre/post measures (these can be part of your survey)

• Additional tools and approaches are permitted
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Creating Your Self-Evaluation Plan  
1. Decide who will be responsible for the evaluation 
2. List the intended outcomes for your project  
3. For each intended outcome, decide: 

1.  What you expect will occur
2.  How you will measure “success”
3.  How and when the information will be collected

4. Plan how you will organize and manage the 
information that you collect 
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   Today you will begin developing your self-evaluation plan!



Evaluation Plan Resource Materials
• Evaluation Plan Worksheet
• Evaluation Plan Reporting Form
• Sample Audience Survey
• Significant Change Process “How-to” Guide
• Reporting Evaluation Data - Final Report Guidelines
• Evaluation Team Contact Information   
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Significant Changes Process 
What it is  &  How to do it
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“Signficant Changes” Process 
Method

• It is a participatory method of identifying what’s 
changing because of your Heritage Grant project, and 
what changes matter, to who, and why.

• Each grantee should incorporate it into their project 
evaluation in the manner that fits the participants, 
the audience, and the staff.

• You’ll report your results in conjunction with your 
final report and project evaluation.

14



Heritage Evaluation Questions 
 
 
 
 
 
 
 
 
 

Most Significant Change  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Method

Most Significant Change is a participatory 
method of identifying what’s changing, and 
what changes matter, to who, and why
Each grantee will be asked to incorporate it 
into their project evaluation in the manner 
that fits the participants, the audience, and 
the staff
You’ll report your results in conjunction 
with your final report and project 
evaluation“Significant changes” captures 

written stories of change from 
those engaged in your project, 
in their own voice



We are 
providing 
you with 
tools you 
can use to 
implement 
this process.  



This simpler 
version is 
suited for some 
types of 
respondents.



Many stories make for many windows 
through which to view change being 
created by your project or program...



19

Project staff and 
advisors read the 
stories, then debate and 
discuss which stories 
tell of the most 
significant changes, 
and why they think so.



This type of process occurs within each grant and across the 
grants in the Heritage Program

Grantee Grantee Grantee

MHC



What you will need to do 
7 Steps to Success

1. Choose who should be approached to 
share a significant change story.  This may 
include one or more of these groups:
• Staff/designers of the project
• Creative contributors, collaborators
• Observers, visitors, other participants

2.  Determine what type of form suits each 
group.
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Who here is experiencing 
significant change?



What you will need to do  
7 Steps to Success (continued)
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High intensity = 
creators of content, 
speakers, planners 

More intense impacts
Low intensity = 

consumers of content, 
listeners, watchers 

Less intense impacts

High-intensity and low-intensity participants (and 
anywhere in between) may be present in your project



If the forms seems a 
little “off,” one should 
be customized to fit you 
better.



What you will need to do  
7 Steps to Success (continued)

3. Identify when and how to collect stories from each 
target group.  Sampling may be highly desirable 
depending on your situation. 

4. Assemble a review group – ideally, this should be     
those who designed the project and advisors.

5. Distribute significant change stories to reviewers.
6. Conduct your review—discuss the stories that each 

reviewer considers most significant, and why they feel 
this way.  Vote, and narrow the field of stories.  

7.   Process and write up results.
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Each Heritage grantee was asked to implement a “significant 
changes” process as part of their evaluation.  In connection with 
this, please address the following:  
• How did you implement your "significant changes” process?  

Who was asked to respond and how?  Who was involved in 
processing responses?

• Characterize the significant change stories you collected.  
Provide copies of illustrative responses, including (but not 
limited to) your top 5.  Tell us about those you considered most 
significant (top 5) and why.  

• Discuss any reflections within your organization about findings 
from this process.  Did this process yield useful information for 
you?  How might it influence your future work?
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Reminder: Final Report



Next Steps 
● Break into small groups to begin planning 

● Reconvene as a large group to discuss results 

● Future:  Small group conference calls and 
individualized consultation with the evaluators will 
be available 


