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Introduction

Across the United States, every home, business, industry, and
government depends on abundant, reliable, and affordable
electricity. Energy stakeholders have many options to improve
how energy is generated, distributed, and used, but choosing
the right path can be complex and challenging.

To support more informed decision-making about local
electricity systems, the U.S. Department of Energy (DOE)
and its national laboratories provide customized technical
assistance (TA) through several different programs.

These programs are designed to support a wide range of
stakeholders with a variety of needs. Technical assistance
may include brief consultations with subject-matter experts,
in-depth technical modeling and analysis, stakeholder
engagement, and peer-to-peer exchange.

Delivering effective TA is an iterative process that requires
evaluation and adaptation. A comprehensive and robust
evaluation framework provides the structure needed to
ensure that TA programs and practitioners remain effective,
responsive to industry trends, and aligned with local needs.
This toolkit provides a framework—including a clear,
structured process—that TA program staff can adapt to their
program’s goals to evaluate success.

Why Evaluate Technical Assistance
Programs?

Evaluations may be prompted by a range of factors, including
lab learning goals, reporting requirements, program

redesign efforts, or the need to demonstrate relevance

and effectiveness to funders and partners. The benefits of
evaluation extend across audiences: project teams gain
insights to refine program design and implementation;
leadership and funders have evidence to support strategic
decisions; and partners and TA recipients benefit from more
responsive and accountable programs.

An Evaluation Toolkit for Technical
Assistance Providers

This document was developed to equip TA providers with the
tools you need to evaluate and improve active programs—as
well as inform program design. This toolkit is informed by
interviews with program managers and TA leads across DOE-
supported programs and aligned with DOE's approach to
evidence-building in evaluation processes.

Evaluation is not purely a retrospective activity; this toolkit
is designed to support program design, planning, and
implementation. When used early and iteratively, evaluation

helps clarify goals, test assumptions, monitor progress,
demonstrate relevance, and ensure that resources are being
used efficiently, effectively, and in ways that support ongoing
learning and improvement. Specifically, this toolkit is designed
to help TA teams:

Evaluate program design to improve TA delivery

Identify evaluation approaches that align with a program’s
goals, timeline, and available resources

- Clarify what each type of evaluation can measure and the
kinds of questions they can realistically answer

Translate program goals and theories of change into
meaningful, measurable metrics and indicators

- Make trade-offs explicit—between depth and effort,
rigor and feasibility—so evaluation plans remain practical
and feasible

Setting Precedents for Evaluation

A broader federal context shapes how programs

are assessed—especially for teams working with
federal agencies. The Foundations for Evidence-
Based Policymaking Act of 2018 requires agencies
to strengthen their capacity for evidence-building
and program evaluation. As outlined in the Office
of Management and Budget’s memorandum M-19-
23, this process includes developing rigorous, data-
driven approaches to assess program effectiveness
and efficiency. In practice, this means evaluation plans
should:

- Link program activities to measurable outputs
and outcomes

- Support transparent and systematic assessment
of performance

- Generate evidence that can inform decision-making.

The Foundations for Evidence-Based Policymaking Act
of 2018 led to the development of multiple evaluation
resources and toolkits across the federal government.
For example, the Formative Evaluation Toolkit provides
guidance on assessing program implementation and
early outcomes.

These resources can complement this toolkit and
support the development of evaluation frameworks
that are aligned with federal expectations.


https://www.congress.gov/115/plaws/publ435/PLAW-115publ435.pdf
https://www.congress.gov/115/plaws/publ435/PLAW-115publ435.pdf
https://www.whitehouse.gov/wp-content/uploads/2019/07/M-19-23.pdf
https://www.whitehouse.gov/wp-content/uploads/2019/07/M-19-23.pdf
https://www.whitehouse.gov/wp-content/uploads/2019/07/M-19-23.pdf
http://https://www.evaluation.gov/assets/resources/Resource_Formative%20Evaluation%20Toolkit.pdf

- Generate evidence that supports program improvement,
accountability of program effectiveness to the recipient and
funder, and team and process transparency

- Clearly communicate the value, relevance, and effectiveness
of TA work to diverse audiences, including lab leadership,
partners, funders, and communities.

Complexities of Program Evaluation

Even well-designed evaluation efforts encounter challenges in
practice. Across interviews with program managers and TA leads,
common themes emerged related to timing, data availability,
capacity constraints, and misalignment between evaluation goals
and program realities. These challenges are not indicators of
failure; rather, they reflect the complexity of evaluating dynamic,
place-based programs operating under real-world constraints.

This toolkit aims to support program teams in anticipating,
identifying, and navigating challenges proactively. Recognizing
common pitfalls, such as relying on unavailable data or
misaligning evaluation types with timelines, can help teams
design more realistic and effective evaluation plans. The lessons
summarized are intended to complement the framework that
follows and to reinforce the value of flexibility, iteration, and
learning in evaluation practice.

What This Toolkit Is—and Is Not
This toolkit is. ..

- A practical decision-support guide for
designing evaluations that contribute
to learning, program improvement, and
accountability.

- Intended to help teams demonstrate
program relevance, effectiveness, and
efficient use of resources.

- Designed to complement existing
reporting, performance measurement,
and evidence requirements, not
replace them.

+ Not a one-size-fits-all prescription or
a requirement to conduct high-burden
evaluations in every context.

+ Not based on uniform levels of
capacity, data availability, or
evaluation maturity across programs.

Danish Saleem, senior researcher at NLR, speaks to attendees at a
two-day workshop hosted by NLR. Photo by Agata Bogucka, NLR 101440




Using This Framework

Effective program evaluation requires more than selecting
metrics or collecting data; it depends on deliberate planning,
clear roles, and ongoing communication among all
stakeholders involved. Best practices in evaluation emphasize
early alignment between program goals, evaluation questions,
timelines, and available resources. Clarifying responsibilities,
such as the respective roles of laboratories, DOE program
offices, and other funders and external partners, helps ensure
that evaluation activities are feasible, coordinated, and
appropriately scoped.

Evaluation planning is most successful when integrated

into broader program management processes, such as
Annual Operating Plans (AOPs), Lab Operating Plans (LOPs),
and Scopes of Work (SOWs). Clear documentation, realistic
expectations about resource needs, and transparent
communication about what evaluation can and cannot
support are essential. Most importantly, strong evaluations are
iterative: evaluation plans should be revisited and refined as
programs evolve, conditions change, or new learning
priorities emerge.

By grounding evaluation in program goals, existing program
design and planning efforts, and real-world scenarios, this

toolkit supports evaluation practices that strengthen TA
projects, helping ensure that programs remain effective and
relevant to stakeholders’identified priorities.

This toolkit provides a unified evaluation framework: a
comprehensive process for assessing TA programs. You will
also find here resources such as examples of other evaluations,
worksheets, an evaluation plan template, and a glossary of
terms that can be used during your whole evaluation design
process. In Figure 1, you can find the full evaluation process,
with each step described in detail throughout the document.

Not all TA teams will need or choose to follow every step;
teams can skip or revisit any section or step of the process—
some teams may already have a Logic Model or reporting
requirements in place while others may be developing
evaluation plans alongside or even after implementation
has begun.

Following the process outlined in this toolkit—rather than
immediately selecting metrics or data sources—ensures
that evaluation activities are systematically aligned with the
program’s goals, underlying assumptions, and operational
constraints. This structured process is more effective than
assembling isolated data points in an attempt to infer
program impact.

o

1. Understanding Where You Are

‘ 2. Considering Different Types of Evaluation

3. Deciding What To Measure and How

4. Data Collection and Analysis

5. Reassessment

6. Implementation

06000

Figure 1. Evaluation process overview
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Unified Evaluation Framework for Technical Assistance

This framework is structured in sections that help you develop a comprehensive evaluation plan for your TA program. The process
will prompt you to consider evaluation goals, available resources, and other critical programmatic factors in your plan’s design. In
completing the process, you will have assessed your program effectively and be able to communicate your findings clearly and
credibly. It may be helpful to review the Glossary of Terms before you begin—to support the first step in the process, so you start
with a common understanding of the evaluation concepts and methods.

1.1 Internal Alignment Discussion

1.2 Understanding the Theory of Change or Logic Model
1.3 Identify Goals of the Evaluation

1.4 ldentify Resources and Timeline to Conduct Evaluation
1.5 Systematize Key Outputs

—

. Understanding
Where You Are

2.1 Understanding What Types of Evaluation Align With Goals

. Considering

Different Types
of Evaluation

2.2 Map Evaluation Goals (Whys) to Evaluation Types
2.3 Translate Evaluation Goals Into Evaluation Questions
2.4 Select Primary and Secondary Evaluation Types

2.5 Systematize Key Outputs

. Deciding What

To Measure

3.1 Identify Potential Metrics Based on Evaluation Questions
3.2 Develop Metrics and Indicators That Align With Evaluation Goals
3.3 Refine Indicators Using SMART Criteria

and How 3.4 Systematize Key Outputs

3.5 Validate With Team

4.1 Select Data Collection Methods
4.2 Define Analysis Approach

4.3 Identify Required Resources
4.4 Systematize Key Outputs

. Data Collection
and Analysis

5.1 Conduct Feasibility Review
5.2 Adjust Plan as Needed
5.3 Systematize Key Outputs

5. Reassessment

6.1 Conduct Data Collection
6.2 Analyze Data
6.3 Document Processes and Outcomes

6.Implementation

000000

Figure 2. Evaluation process details
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1. Understanding Where You Are

@

1. Understanding 2. Considering Different 3. Deciding What To 4. Data Collection 5. Reassessment 6. Implementation
Where You Are Types of Evaluation Measure and How and Analysis

Figure 3. Understanding Where You Are

In this section, you will establish a clear starting point, seek First, gather the resources and inputs you'll need for this section:
alignment with your internal team, collect supporting resources, . Proposals, statements/SOWs, operating plans, schedules
identify the high-level goals of your evaluation, and articulate
the program expected outcomes, either by identifying an
existing Theory of Change (ToC)/Logic Model or developing a - Existing data related to the program’s operation/
light-touch version. implementation

- Existing data collection protocols

All teams begin at this point in the process and possibly » Reports, metrics, or dashboards from prior years

skip steps depending on the evaluation work you have - Any existing ToC or Logic Model.

already developed.
The following questions may help prompt the team to discuss

project characteristics and expectations that will inform the
evaluation design.

0 Table 1. Guiding Questions for Understanding Where You Are

Project Starting Point Goals and Priorities
- What is the status of the program or project right now? - What are the program's primary goals?
- What activities are already underway? What is upcoming? - What are your short- and long-term goals?

-« What commitments or expectations are already in place
(internal or external)? This includes any agreements,
obligations, or assumed deliverables that shape what the
program should deliver, even if they are informal.

Resources and Constraints Program or Project Alignment

- What funding is available for evaluation? - Does the team share the same understanding of

- What staff capacity exists (e.g,, skills, time, competing goals, activities, and constraints?

priorities)? + Why do you need to conduct the evaluation?

. i ?
- What data are already being collected? What are you trying to measure?

- Are expectations clear across leadership, partners,

- What partnerships, relationships, or access might support
and staff?

(or constrain) evaluation?
- Are there disagreements or uncertainties that

- What decisions will this evaluation need to inform?
need clarification before moving forward?

Steps For Understanding Where You Are Keep your responses concise and focused—these are working
summaries that will guide decision-making in Section 2 and 3.

Once completed, confirm that your team is aligned and ready
to proceed.

As you work through steps 1.1 through 1.5, use Worksheet 1:
Initial Programmatic Assessment to document your responses
and capture a clear and shared understanding of your program
context, evaluation direction, and team alignment.

Evaluation Toolkit for Technical Assistance Programs 9



1.1 Internal Alignment Discussion

Use Table 1 to structure an alignment discussion aiming to:
« Clarify current program status

- Identify the goals of the evaluation

- Agree on goals, timeline, and constraints.

1.2 Understanding the Theory of Change or
Logic Model
First, identify if a ToC/Logic Model already exists. If none exist,

create a simplified one.

If a ToC or Logic Model already exists, ask:

« What is the program trying to achieve (outcomes,
impacts)? How is it proposing to achieve its goals?

« What are the assumed pathways/processes that link
program activities to those outcomes?

- What contextual factors influence whether the
program works?

If a ToC or Logic Model does not yet exist, answer the
questions in Table 2 to build a simple one in under an hour.

1.3 Identify Goals of the Evaluation

Begin by asking yourself and your team, “Why do you want
to conduct an evaluation?”Understanding the motivation
behind the evaluation, the “why,"will inform your evaluation
type and the connected evaluation questions.

Table 2. Light-Touch Development of a Logic Model

Example “whys"for evaluations:

- Improve program delivery

- Support a go/no-go decision

- Demonstrate program value

- Communicate results to stakeholders
- Improve internal processes

- Determine value/impact of intervention.

1.4 Identify Resources and Timeline To Conduct
Evaluation

Using Table 1, structure an internal discussion to:

- Identify resources (e.g,, existing data, funding, internal
capacity) that can support the evaluation efforts.

- Establish timelines that may influence decision-making for
the evaluation (e.g., there is a near-term decision that the
evaluation will need to inform).

- Identify constraints (e.g., competing priorities, data
availability) that may influence decision-making for
the evaluation.

1.5 Systematize Key Outputs (Recommended Before
Moving On)

Before moving forward, take time to consolidate key
information in Worksheet 1: Initial Programmatic Assessment.
This information will serve as the foundation for the next steps
in the process.

Successfully deploy a residential energy efficiency

Goal What do we want to accomplish? program with an emphasis on

low-income households

Activity (e.g., workshops, TA,
engagement, training, services)

Gather input from residents to inform program

What action will we take? design, develop a community outreach group, and

conduct outreach

Output (e.g., number of sessions,
products delivered, participants engaged)

Number of households contacted about that

What will these activities produce? program and percentage of those households that

are low income

Outcome (e.g., increased skills,

Low-income households participate in the

knowledge, readiness, access, improved What will these outputs achieve? program and learn more about residential energy

partnerships, planning, readiness)

efficiency

Impact

What broader, system-level change
will this project create?

Residents save money on household energy bills

Evaluation Toolkit for Technical Assistance Programs
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2. Considering Different Types of Evaluation

‘
2. Considering Different
Types of Evaluation

1. Understanding
Where You Are

Figure 4. Considering Different Types of Evaluation

In this section, you will learn about the different types

of evaluation and identify how each aligns with specific
evaluation goals (the “why”behind your evaluation). You will
determine which types of evaluation align with your evaluation
goals and help answer your program’s evaluation questions.

These evaluation goals are not the same as your program’s
goals. Instead, they help clarify the type of evidence you need,
the core questions your evaluation will answer, and the level of
rigor and resources required to do so.

As a reminder, Figure 4 shows where you are in the process.

Q Table 3. Guiding Questions for Considering Different Types of Evaluation

3. Deciding What To
Measure and How

5. Reassessment

6. Implementation

4. Data Collection
and Analysis

This section represents a major decision point in the toolkit.
Using Table 6, you and your team can identify the evaluation
type(s) that best match:

- The purpose of your evaluation (“why”)
- The timeframe available

- The resources you can commit.

First, gather the resources and inputs you'll need for this section:

- Program assessment summary from 1. Understanding
Where You Are (including timeline, resources, goals, and
ToC/Logic Model) likely recorded in Worksheet 1: Initial
Programmatic Assessment

- Draft evaluation goals or “whys”

- Team alignment notes (optional but helpful).

The questions in Table 3 may help prompt the team to
collectively identify the goals of the evaluation.

What is the primary goal (“why") of
your evaluation? (e.g., accountability,
improvement, learning, readiness,
demonstrating effectiveness)

Based on this goal (identified in the
previous section), which evaluation
type(s) best align with what you need to
learn or demonstrate?

What specific evaluation
questions do you need to answer?

(These will later become the basis
for metric development.)

What timeline and resource constraints
shape the feasibility of each evaluation

type?

Does your team's existing language (e.g.,

"performance,”progress,“effectiveness”)
map to a particular evaluation type?

Are multiple evaluation
types needed? For example,
Performance + Process, or
Outcome + Impact.

nu

Steps for Considering Different Types of Evaluation

As you work through steps 2.1 through 2.5, use the

Worksheet 2: Document Evaluation Goals and Questions to
document your responses. Focus on capturing the core logic
of your evaluation: why you are evaluating, what you need to
learn, and how your chosen approach supports that purpose.

Ensure your evaluation questions are specific, actionable,

and feasible given your understanding of the timeline and
available resources. This is an opportunity to refine and adjust
your approach before moving into metrics selection. Table

4 introduces each of the evaluation types, their primary
motivation or “why,"and common outputs.

Evaluation Toolkit for Technical Assistance Programs
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2.1 Understanding the Different Types of Evaluation

Aligned With Evaluation Goals

Your evaluation goals will determine the different types of
evaluation—and evaluation questions—you select. First:

- Review the definitions in Table 4.

- UseTable 5 to help you understand how types of

- Use Table 6 to understand the available resources that each

evaluation type might require.

- Use the evaluation goals you identified in Section 1 to
reflect on which evaluation types may be appropriate to

your program’s evaluation needs.

Do not select final evaluation types yet—save that for after the

evaluation connect with evaluation goals (whys).

Table 4. Evaluation-Type Definitions, Motivations, and Common Outputs

Type of and Definition Primary “Why” (Motivation)

Process Evaluation examines how a
program is implemented, whether
activities occur as intended, and what
operational conditions (barriers and
enablers) shape delivery. It focuses on
fidelity, quality, feasibility, and alignment
with the program’s design, ToC, or Logic
Model.

« Improve program delivery and workflow

- Diagnose bottlenecks, delays, or mismatches

between design and reality

- Assess operational feasibility before scaling

- Support go/no-go decisions, especially early in

the program

- Strengthen internal processes and resource use

systematization of these findings.

+ Process maps
« Implementation findings

« Recommendations for improving

delivery

- Early signals of readiness or risks

Outcome Evaluation measures the
intermediate changes a program
produces for participants, partners, or
systems, such as gains in knowledge,
capacity, access, and/or coordination. It
does not attempt to establish causality
but demonstrates progress toward
intended outcomes.

Demonstrate early progress and value
Justify continued support or expansion

Identify where adjustments can increase
effectiveness

Communicate results to DOE, leadership, and
partners

Support iterative program design

Outcome indicators

Pre/post or baseline-to-follow-up
comparisons

Evidence of change that can guide
program adaptation

Evidence of project progress toward
goals

Demonstrate value DOE/client

Impact Evaluation assesses effects
attributable to the program. They
determine whether and how the
intervention contributed to meaningful,
sustained changes in systems,
communities, markets, or behaviors.
They often use comparison groups,
counterfactuals, longitudinal methods, or
some baseline comparisons.

- Demonstrate effectiveness and value of

investment

- Support decisions about scaling, replication, or

long-term funding

- Contribute to DOE's evidence-building

requirements

+ Understand long-term contributions to system

or market change

- Impact findings

- Evidence of attribution or

contribution

- Strategic insights for long-term

planning

Performance Evaluation tracks
progress against predefined targets,
milestones, or deliverables, focusing
on whether commitments are being
met. It is not about long-term change
but about operational performance and
compliance. It helps identify if planned
and implemented activities are effective
to meet certain goals.

+ Report progress to DOE and ensure

accountability

« Support performance management and course

corrections

- Support transparency

- Track whether the program is on schedule and

meeting expectations

- Inform go/no-go decisions related to

deliverables or milestones

- Performance dashboards
- Milestone/deliverables tracking
- Compliance summaries

- Status updates for internal and DOE/

client reporting

Evaluation Toolkit for Technical Assistance Programs
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Evaluation Goals (the
llwhyll)

Table 5. Goals, Primary Questions, Timeline, and Outputs for Evaluation Types

Primary Evaluation

Questions

Timeline,
Level of Effort

Data Sources

- Improve program delivery

- Diagnose bottlenecks

- How is the program

being implemented?

Timeline: short

- Satisfaction
scale

+ Process maps

+ Monitor contract/SOW
compliance

- Support operational or
strategic go/no-go decisions

- Staff reporting

Effort: low— + Implementa-
Qo - What barriers or : - Implementation tion findings
- Assess feasibilit medium
/ Process enablers shape records
- Test readiness ivery?
Bl - Activity tracking
- Support go/no-go decisions
« Understand early progress - What short-term Timeline: - Surveys - Outcome
or intermediate medium ' indicators
- Demonstrate value - Interviews
changes occurred? _ . Chanae
- Refine program design Outcome o Effort: medium - Pre/post e
- What are participants analysis
. i . assessments
. Communicate results to |earn|ng, gaining, or
stakeholders doing differently?
Determine long-term effects - What long-term Timeline: long - Longitudinal Impact
results occurred, and datasets, findings
Assess what changes are e Hislh )
. to what extent are = g comparative
attributable to the program ;
they attributable to analyses
Support scaling Impact the program?
Justify major investments
Contribute to DOE evidence-
building
- Track whether expectations - Are targets, Timeline: short— - Deliverables - Performance
are being met milestones, and/or medium tracking analysis
- deliverables being
- Ensure accountability et Eort: [ow - Dashboards
Performance

A Logic Model Is Different Than an Evaluation Framework

When planning an evaluation, it is important to understand that a ToC or Logic Model provides essential context for your
program but does not automatically define an evaluation framework. These models describe how a program is expected
to work, such as its activities, outputs, and intended outcomes, but the evaluation framework should instead focus on what
you need to learn, demonstrate, or improve across programs.

Evaluation Toolkit for Technical Assistance Programs

13



Three implementation pathways shown in Table 6—Ilight,
medium, and heavy—reflect different levels and balance
between effort and expected outcomes. You will utilize

this table when assessing the feasibility of your evaluation

Table 6. Decision Matrix Showing Resource Need:s for Levels of Effort

- L= =R

h h - 1-6 months

E :

- Limited data collection,

Current program cycle

decisions, after going through all the steps (see Table 17 for
full information), but for now you can use it to understand the
available resources that each evaluation type might require.

6-18 months

Plan collection, develop new
data collection

2+ years

Collection of pre/post data,
longitudinal analysis

Timeline processing, analysis - Data across program cycles
- S - 58 - 5SS
° « Relies on existing resources/ - Potential to build/administer + Develop/administer
data or purchase new data/analysis multiple/advanced data
. Limited capacity for new data tool collection/analysis tools/
collection/analysis - May allocate additional budget software
Budget . Minimal flexibility to allocate to evaluation « Allocate internal

funds

capacity/pursue external
consultation

Data already exist or collected
with minimal effort

)

Data availability

No defined data system

Existing data and some new
data collected

Data systems workable/require
revisions

Robust existing data/
consistently collected
across multiple cycles

Established data system

Baseline data support
impact evaluation

1-2 hours/week

EA Very limited

- Staff cover multiple roles
Staff hours

3-8 hours/week

Multiple staff members
contribute part time

8+ hours/week
Larger/flexible team

Potentially dedicated team
member

2.2 Map Evaluation Goals (Whys) to Evaluation
Types

To connect your evaluation goals—or “whys’—to the evaluation

types, start by writing down your evaluation goals. Then:

+ Match each goal to one or more evaluation types using
definitions in Table 4.

« Document your evaluation type options and reasoning.

- Identify where multiple evaluation types may coexist.

2.3 Translate Evaluation Goals (“Whys") Into
Evaluation Questions

From your evaluation goals, continue on to:

+ Write 2-4 evaluation questions per goal.

- Ensure questions align with what each evaluation type can

and cannot answer.

- Keep questions concise, answerable, and realistic given

capacity.

2.4 Select Primary and Secondary Evaluation Types

Sort out your primary and secondary evaluation types:

- Identify your primary evaluation type (the one that best
aligns with your main “why").

- Identify any secondary types (e.g., performance + process).

- Document why these types were selected.

- UseTable 7 as a resource to help you define your project’s

evaluation type.

Evaluation Toolkit for Technical Assistance Programs
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Table 7. Example Evaluation “Whys"

Selected
Evaluation
Type(s)

Example
Evaluation Goal

Answered
(llWhle)

Evaluation Questions To Be

Notes/
Dependencies

Resource
Feasibility

Timeline
Feasibility

Improve delivery and How is implementation occurring in Yes/no Yes/no e.g. need program
identify bottlenecks practice? What delays or barriers exist? satisfaction
Process Are activities aligned with expected information; activity
outputs? tracking required
Demonstrate early What short-term changes have Yes/no Yes/no May need pre-/
progress Outcome occurred? What skills or knowledge post-surveys
increased?
Demonstrate What lasting changes can be Yes/no Yes/no Requires longitudinal
effectiveness for long- attributed to the program? How does data, counterfactual
term funding Impact the baseline compare to end of cycle baselines
assessment?
Meet DOE or funder Are milestones and deliverables being | Yes/no Yes/no Requires dashboard
reporting requirements; met? What is our progress toward or deliverable
X Performance o ;
inform go/no-go achieving performance standards? tracking
decision

2.5 Systematize Key Outputs (Recommended Before
Moving On)

At this stage, you've clarified your evaluation goals, identified
key questions, and preidentified the evaluation type(s) that
best align with your goal. These decisions will be revisited and
refined later in the feasibility assessment portion of the toolkit.

Before moving forward, take time to consolidate these
decisions in a clear and structured way, likely in Worksheet

2: Document Evaluation Goals and Questions. Once
documented, these outputs will serve as the foundation for
Section 3, where you will translate your evaluation questions
into metrics and indicators.

2.6 Decision Checkpoint

Do you feel confident in which evaluation type(s) to use to
guide metric and indicator development?

Evaluation Toolkit for Technical Assistance Programs
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3. Deciding What to Measure and How

1. Understanding 2. Considering Different 3. Deciding What To 4. Data Collection 5. Reassessment 6. Implementation
Where You Are Types of Evaluation Measure and How and Analysis
Figure 5. Deciding What to Measure and How
In this section, you will develop metrics that answer the First, gather the resources and inputs you'll need for this section:

evaluation questions you designed in Section 2. You can guide
your team through creating clear, measurable metrics that
align with evaluation goals, types, and questions. Throughout
this process, it is important to ensure clear alignment from
your evaluation goals with your indicators and to define
indicators that are meaningful and feasible with the resources
you identified in Section 1.

« Your documented evaluation goals, types, and
questions from Worksheet 2: Document Evaluation
Goals and Questions.

» Prior example metrics from the program. Note: It is
important to review existing program metrics before
developing new ones to avoid duplication, align for

continuity, and leverage existing datasets.

As a reminder, Figure 5 shows where you are in the process.

- Program assessment summary from Worksheet 1: Initial

Programmatic Assessment.

The questions in Table 7 may help prompt the team to decide
what to measure and how.

0 Table 8. Guiding Questions for Deciding What to Measure and How

What metrics are needed to answer How do the selected evaluation types
the selected evaluation questions? shape metric design?

Are indicators aligned with SMART
principles? (Specific, Measurable,
Achievable, Relevant, Time-bound)

Steps for Deciding What to Measure and How

As you work through steps 3.1 through 3.6, use Worksheet
3: Assess Indicators Feasibility to document your metrics
and evaluate their feasibility. Focus on ensuring that each
metric is clearly defined, measurable, and aligned with your
evaluation goals.

3.1 Identify Potential Metrics Based on Evaluation
Questions

Evaluation questions establish what the evaluation needs to
determine. Metrics are the specific data collected to answers
those questions.

- Start with one of your evaluation questions from
Worksheet 2: Document Evaluation Goals and Questions.
What is it that we want to know about the program?

« Next, identify potential metrics: What data will help us
answer those questions?

Strategic energy planning with the
Keweenaw Bay Indian Community.
Photo by Laura Beshilas, NLR 101266
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Table 9. Example Questions and Metrics for Deciding What to Measure and How

Evaluation Question Potential Metrics

Is the implementation of TA aligned with program expected Quality of TA; participant knowledge gain; community
outcomes? partnership strength

How is the program being implemented? Outreach effectiveness; timeliness; responsiveness to participant

feedback
3.2 Develop Metrics and Indicators That Align With - Evaluation questions
Evaluation Goals . Metrics
Using your evaluation questions from Section 2, develop . Indicators

metrics and indicators that align with your evaluation goals,
types, and questions and begin to identify possible + Potential data source.
data sources.

Metrics should be designed to answer your evaluation
Table 10, with example metrics and indicators, connects: questions. It is important to assess alignment across your
selected evaluation types, evaluation questions, and metrics
and to ensure they support your evaluation goals. Multiple
- Evaluation types metrics can be aligned to and are often needed to answer a
single evaluation question.

« Evaluation goals (purpose, motivation, “why”)




Table 10. Evaluation Goals, Metrics, Indicators, and Possible Data Sources

Evaluation Goal (Type) and

Question

Metric
(Quantifiable
Measure)

Indicators

Possible Data Source

Improve program delivery
(process)

How is the program being
implemented?

Outreach
effectiveness

Percentage of targeted households
contacted

Outreach tracking tool

Enrollment rate

Outreach tracking tool

Participant descriptions of outreach
accessibility and relevance

Participant interviews

Staff reflections on outreach challenges

Staff notes

Responsiveness
to community
needs

Number of adoptions made to TA
deliverable approach based on feedback

Deliverable tracking tool

Community reported alignment between
TA and local energy needs

Questionnaire

Increase knowledge/capacity
(outcome)

What short-term or intermediate
changes occurred?

Number of active partners

Community partner
activity reports

Frequency of partner-led activities

Community partner

Communl.ty activity reports
partnership
strength Participant and partner reflections on trust | Participant interviews
Mean partnership quality rating Questionnaire
Mean pre—post knowledge score change | Pre/post Questionnaires
Participant narratives describing how Participant focus groups
Participant knowledge informed decisions or actions

knowledge gain
and application

Percentage reporting application of
knowledge

Questionnaire

Measure program efficiency
(impact)

What long-term results occurred,
and to what extent are they
attributable to the program?

Household
energy practice
adoption and
confidence

Percentage adopting at least one new
practice

Baseline follow up

Feedback of adoption decisions and
sustained behavior change

Participant surveys

Increase access or
opportunities (performance)

Are targets, milestones, and/or
deliverables being met?

Intake efficiency
and experience

Average time from contact to enrollment

Monthly outreach and
intake reports

Percentage enrolled within target
timeframe

Monthly outreach and
intake reports

Participant feedback on intake process

Questionnaire

When Your Evaluation Goals Go Beyond Your Logic Model

Sometimes the goal of an evaluation is to determine whether the activities you are planning are truly the best options to
achieve your intended outcomes. In these cases, the indicators you develop may not directly map to the outputs in your
existing ToC or Logic Model. This is completely normal, and it simply means that your ToC provides important context, but
not all of the information needed to design an evaluation framework that supports strategic decision-making.

We will explore how to develop indicators that align with your evaluation goals, even when they extend beyond your

current activities.
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3.3 Refine Your Indicators Using SMART Criteria

Applying SMART principles when developing indicators help
create meaningful measurements that align with evaluation
goals and ensure feasibility within the bounds of project
resources. SMART is defined:

« Specific: Indicators should clearly define what is being
measured.

« Measurable: Data that inform the indicators should be
obtainable with program resources and quantifiable.

Achievable: Indicators should be feasible given identified
resource availability and key constraints.

Relevant: Indicators should tie directly to evaluation
questions.

« Time-bound: It should be clear when in the project life
cycle and how often data that inform indicators are
collected.

3.4 Systematize Key Outputs (Recommended Before
Moving On)

At this stage, you have the instructions to develop a set of
metrics aligned with your evaluation questions. Before moving
forward, take time to consolidate and assess these metrics in

a more structured way, using Worksheet 3: Assess Indicators
Feasibility. As you complete this step, consider whether your
proposed metrics can be realistically implemented given

your available data sources, timeline, and resources. This is

an opportunity to refine, adjust, or prioritize metrics before
moving into data collection planning.

Once documented, these outputs will inform the decision
checkpoint and serve as the foundation for Section 4, where
you will define your data collection and analysis approach.

3.5 Validate With the Team

Metrics and indicators should be reviewed internally to
confirm they are relevant, appropriate, and aligned with the
specific context in which they will be used.

Structure an internal alignment discussion aiming to:

- Confirm that the metrics align with the program’s
evaluation questions and goals

- Confirm the indicators align with SMART principles

- Assess the feasibility of each metric by considering
available program resources data sources, collection
frequency, and data ownership.

3.6 Decision Checkpoint

Are metrics and indicators feasible with available program
resources? If not, return to Worksheet 1: Initial Programmatic
Assessment to review your program assessment summary.
Revise your metrics and indicators focusing on your program'’s
available resources and key constraints OR return to
Worksheet 2: Document Evaluation Goals and Questions to
revisit your evaluation questions and evaluation type(s).
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yoy |

2. Considering Different
Types of Evaluation

1. Understanding
Where You Are

Figure 6. Data Collection and Analysis

In this section, different types of data and data sources are
aligned with indicators and inform the methods used for data
collection, management, and analysis. The goal is to help

you decide how to collect and analyze data for each metric
aligned with the evaluation types and goals, and develop

a feasible data collection and analysis plan that considers
required resources and matches your data types.

As a reminder, Figure 6 shows where you are in the process.

o Table 11. Guiding Questions for Data Collection and Analysis

3. Deciding What To
Measure and How

o 4. Data Collection and Analysis

4. Data Collection 5. Reassessment

and Analysis

6. Implementation

First, gather the inputs you'll need for this section:

+ Metrics and indicators from Section 3
- Program assessment summary from Worksheet 1: Initial

Programmatic Assessment.

The questions in Table 11 may help prompt the team to
discuss the data collection and analysis needs.

What data are needed to inform each
indicator?
capabilities?

What collection method is most
appropriate according to your

What resources (e.g., staff, skills, tools)
are required?

How will data be analyzed?

Who is responsible for collection,
management, and oversight?

How will each type of data be stored,
managed, and protected?

Steps For Data Collection and Analysis

As you work through steps 4.1 through 4.5, use Worksheet
4: Data Collection and Analysis Plan to document your
approach. Focus on ensuring that your data collection and
analysis plans are aligned with your evaluation questions,
metrics, and overall goals.

4.1 Select Data Collection Methods

Data points that align with each indicator may come from
different sources, such as questionnaires, notes from listening
sessions, meetings with local organizations, and demographic

information from the census. To begin designing a data
collection plan, it is essential to know what types of data you
will need to collect for each metric and specific indicators and
how that impacts data collection methods.

Data needed to measure each metric and specific indicators
can be derived from both qualitative and quantitative

data (see Table 12). The type of data will influence the data
collection methods. In many cases, evaluations will use a
mixed-methods approach, combining quantitative and
qualitative data to provide a more complete understanding of
program performance, outcomes, and potential impact.
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Table 12. Quantitative and Qualitative Data

Description

percentage.

Numerical information about the situation, event,
or population you are investigating. These types of
data include counts, measurements, frequencies,
scales, and any other information that can be
quantified and represented as a number, ratio, or

Qualitative

A type of information that carries with it multiple
levels of meaning and cannot be easily placed into
predefined categories.

Often collected
via... information.

Survey, questionnaires, numerical reporting,
and other tools designed to collect numerical

Open-ended questions, in-depth interviews,
listening sessions, focus groups, and other activities
where different information is exchanged within a
specific context.

9% of recipients wh Id request TA
Example indicator % of recipients who would requ

Participant satistaction with TA received collected via
participant questionnaire/participant interviews

Choose methods for gathering evidence that align with the
type of data that inform each metric. Tools should be carefully
designed to capture the data needed to measure indicators
and answer evaluation questions. Ensure tools are reliable,
valid, and culturally/contextually appropriate. Establish
protocols, including timing and frequency of data collection
(e.g., baseline, midpoint, postintervention) to collect the
information necessary to answer the evaluation questions.

Scoring and Weighting Indicators to Form a Metric

When developing a metric (a quantitative value, e.g., number
or percent), it is important to define how you will score and
weight the indicators (individual measurements) that make
up that metric.

Scoring standardizes the values assigned to each indicator.
Because indicators can be qualitative or quantitative, they
must be translated into numerical values so they can be
aggregated into a single metric. Scoring approaches depend
on your evaluation goals, data availability, and program
priorities. A common approach is to use Likert scales, which
are already linked to numerical values. For example, an
indicator measuring participant satisfaction may use a 1-5
scale, where 1 = not satisfied at all, and 5 = completely
satisfied. This allows you to consistently assign numerical
values across indicators.

Weighting is a separate but related step. While scoring
assigns values, weighting determines the relative importance
of each indicator in the final metric. Weighting should reflect

program goals, evaluation priorities, and stakeholder input.

In some cases, indicators may be equally weighted. In others,
certain indicators may carry more importance and therefore
receive a higher weight. More complex weighting approaches
may be needed for larger datasets

Know that weighting introduces subjectivity and should be
used carefully; always document and justify your weighting
criteria. Ensure transparency, especially when sharing results
with stakeholders.

Data management and storage

In addition to determining data collection methods, your
team should establish clear protocols for how data are stored,
managed, and accessed.

This includes:

- Defining who has access to the data and under what
conditions

Establishing where data will be stored and how it can be
retrieved

- Ensuring data are organized in a way that supports analysis
and verification of findings.

Data privacy and governance

Data privacy, ownership, and responsible use are critical
considerations in any evaluation. This is especially important
when:
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- Collecting personal or identifiable information

- Working with sensitive populations Scoring and Weighting: An Example

Assume you have five indicators (A-E), each scored on
a five-point scale. If all indicators are equally weighted
(20%), the final metric is calculated by aggregating
their scores into a percentage. If certain indicators (e.g.,
A and D) are prioritized, their weights can be increased
(e.g., from 20% to 35%) while others are reduced.

- Data ownership and control This changes the final metric value to reflect those

- Engaging with Indigenous communities or
sovereign entities.

Establish clear protocols for how data will be handled,
shared, and protected. This includes defining:

- Conditions for sharing data with partners or external priorities. For example:

stakeholders Indicator | Average Score Weight | Weighted Scores
- Safeguards to ensure privacy and ethical use. A 50 20% 20%
. o B 4.2 20% 16.8%
T:fese. pra;vceT help ensurte)lthatgj/oTr evaO:ua.tlﬁn is T-Ot tc)>|r1|y C 33 0% 13.9%
effective, but also respo'n5| e and aligned with applicable 5 e — e
standards and expectations.
E 3.0 20% 12%
4.2 Define Analytic Approach Total 76.8%
Data analysis involves examining collected information Indicator | Average Score | Weight | Weighted Scores
to identify patterns, relationships, and insights. These A 50 35% 35%
patterns relate back to your evaluation questions; they 5 i3 - -
tell you som.e.thmg ébout th.e program you are assessing c e e e
(e.g., are activities aligned with design?). How you analyze
. . A D 3.7 35% 25.9%
your data will depend on the type of information you have - 0 o =
gathered (e.g., questionnaire data versus focus group data) ' - -
Total: 81.9

though, the goal of data analysis is the same: to build an
understanding of what is happening in a given context. In
Table 13, you'll find examples of potential analysis methods
based on the type of data being collected.

- Equal weighting = 76.8%
- Adjusted weighting (A and D prioritized) = 81.9%

This demonstrates how weighting directly affects the
final result.

Table 13. Examples of Potential Analysis Methods

Type Potential Data Collection Potential Analysis
yp Instrument(s) Methods

Participant narratives describing how knowledge Thematic analysis via

informed decisions or actions Qualitative Focus groups MAXQDA

% of recipients who would request TA again Quantitative | Questionnaire Descriptive statistics

Monthly outreach and

. Descriptive statistics
intake reports

Average time from contact to enrollment Quantitative
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Use Table 14 to guide your analysis planning. When developing
your analysis plan, consider:

« Team capacity: Does your team have the skills needed
(e.g., qualitative coding, statistical analysis)?

« Timeline: What deadlines or reporting requirements affect
when analysis needs to occur?

« Alignment with evaluation goals: Does your analysis
approach help answer your key questions?

Table 14. Analysis Planning

« Data type and quality: What kind of data do you have, and
how reliable or complete are they?

You can explore different methods and strategies for data
collection and analysis through these resources:

« Applying Social Science Methods to Assess and Improve
Program Outcomes: A Case Study on the Gap Region
Outreach Project

« What is Data Analysis?

« Designing the Communities LEAP Evaluation Framework.

1. Link data to evaluation questions

« What question are the data helping you answer?
« What does success or change look like?

2. ldentify the type of data you are working with

- Quantitative (e.g., survey results, program records)
- Qualitative (e.g., interviews, focus groups, narratives)

3. Select an appropriate analysis method

« Choose methods that match your data type and evaluation goals
- Keep methods feasible given your team’s capacity and timeline

4. Plan for interpretation and use

« How will findings be interpreted?
+ How will they inform program decisions or reporting?

4.3 Identify Required Resources

Using your data collection and analysis plans, together with
previously identified resources, structure an internal discussion
to determine answers to the questions in Table 15.

4.4 Systematize Key Outputs (Recommended Before
Moving On)

At this stage, you have the guidance needed to develop your
data collection and analysis plans. Before moving forward, take
time to consolidate these plans in a clear and structured way
using Worksheet 4: Data Collection and Analysis Plan. As you
complete this step, consider whether your proposed methods,

Table 15. Required Resources

timelines, and roles are realistic and clearly defined. This is an
opportunity to refine your approach to ensure it is actionable
and feasible within your available resources.

Once documented, these outputs will guide implementation
and support consistent, coordinated data collection and
analysis throughout your evaluation.

4.5 Decision Checkpoint

Do you have the resources to implement the plan? If not,
return to Section 3 to revise your metrics and indicators using
your programs available resources as a guide OR return to
Section 2 to consider what evaluation questions or types
might better align with your program'’s available resources.

What financial resources do you need to implement
these plans?

For example, specific budget for evaluation

What internal skills/capabilities do you need to
implement these plans?

For example, survey design, statistical analysis

What staff do you need to implement these plans?

For example, staffing needs for data collection and/or analysis;
external partners or consultant for data collection.

What software is needed to support these plans?

For example, qualitative analysis tools like MAXQDA; quantitative
analysis tools like Python; spatial analysis tools like ArcGlIS.
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5. Reassessment

4. Data Collection 5. Reassessment

and Analysis

3. Deciding What To
Measure and How

6. Implementation

1. Understanding
Where You Are

2. Considering Different
Types of Evaluation

Figure 7. Reassessment

First, gather the resources and inputs you'll need for
this section:

At this stage, you have defined your evaluation goals, types,
and questions; developed aligned metrics and indicators; and
determined how you will collect and analyze your data. The
purpose of this section is to help ensure that your plans are
realistic and aligned with program resources.

- Data collection and analysis plan from Worksheet 4: Data
Collection and Analysis Plan

- Program assessment summary from Worksheet 1: Initial

As a reminder, Figure 7 shows wher re in the pr . .
s a reminder, Figure 7 shows where you are in the process Programmatic Assessment.

The questions in Table 16 may help prompt the team to
reassess the existing plan and redirect if needed.

9 Table 16. Guiding Questions for Reassessment

Are the selected evaluation types still
aligned with evaluation goals?

Does your team have the time, skills,
and budget for the data collection and
data analysis plans?

Are metrics realistic given previously
identified constraints?

Do we need to scale the level of effort

Do any assumptions need to be

What trade-offs exist between

up or down? revisited?

accuracy vs. effort?

Steps For Reassessment

As you work through steps 5.1 through 5.3, use Worksheet 5:
Feasibility Review to reassess the evaluation decisions you
made so far. Focus on clearly capturing the key components
of your evaluation, including your goals, evaluation type(s),
metrics, and data collection and analysis approaches.

5.1 Conduct Feasibility Review

Use the feasibility table (Table 17) to assess how your
evaluation plan aligns with your available resources

and evaluation goals. The table presents three common
implementation pathways—light, medium, and heavy—
that reflect different levels of effort across timeline, budget,
data availability, and staffing.

Each pathway represents a different balance between effort
and expected outcomes. Your goal is to identify which

pathway most closely reflects your current capacity and
evaluation goals and where adjustments may be needed.

How to use the table:

Review each dimension (timeline, budget, data availability,
staff capacity) and identify which level (light, medium,
heavy) best matches your program context.

- Compare your current evaluation plan to the characteristics
of that level.

- Identify any misalignments, constraints, or risks.
- Consider whether your plan requires scaling up or down to

better match available resources.

Most types of evaluation may be possible, but the level of
effort in each one of them will change according to your
available resources and data.

Evaluation Toolkit for Technical Assistance Programs

24



Table 17. Feasibility Review

I S R

1-6 months

Within current program cycle

6-18 months

Time to plan data collection,

2+ years

Supports collection of baseline

KN | . [imited data collection develop new data collection and postintervention data,
: : : opportunity tools, and/or collect pre/post longitudinal analysis
data . .
. « Limited data processing and * Supports processing and analysis
Timeline analysis capacity - Potential to collect data across of significant amount of data
program cycles
Process Performance Outcome Performance Impact
- S N - 5§55
+ Relies heavily on existing - Potential to build/administer - Supports development/
program resources, data, and new data collection tools administration of multiple or
tools (i.e., structured interviews, advanced data collection tools
. Limited ability to build or questionnaires) and methods (i.e., in-depth
y purchase new data collection - May support purchase of analysis qualltfve m.ethods, pre/post
@ tools/analysis software software questionnaires)
« Minimal flexibility to reallocate - Potential to allocate additional + Purchase data' analysis software
Budget funds to evaluation staff hours to evaluation or contract with external

consultancy

Allocate staff time and bring
additional internal capacity to the
evaluation

Performance

Process Outcome

Outcome Impact

™)

Data
avail-
ability

Data already exists/can be
collected with minimal effort

No defined data system;
data may be incomplete or
inconsistent

Existing data/and intentionally
collected new data or existing
tools/methods

Data systems exist and are
workable but may require
revisions or coordination

Robust existing data have been
collected consistently across
multiple program cycles

High-quality data system
established

Baseline data can support an
impact evaluation

Performance

Process QOutcome

Impact

2

Staff
hours

1-2 hours/week
Very limited

Staff members must cover
multiple roles; evaluation tasks
are highly constrained

3-8 hours/week

Multiple staff members
contribute part time to
evaluation

Tasks distributed across roles,
support the evaluation

8+ hours/week

Larger/more flexible team with
many hours to dedicate to
evaluation

Potential for dedicated team
member focused on evaluation

Process Performance

Process Outcome

Outcome Impact

Evaluation Toolkit for Technical Assistance Programs

25



Interpreting Trade-Offs and Risks

Each pathway carries not only a level of effort, but also specific risks or considerations that could affect the quality and usefulness
of your evaluation outcomes. Use Table 18 to anticipate common pitfalls that may inform your decisions.

Table 18. Approaches for Reassessment and When They Are Appropriate to Use

Approach Implications for Evaluation Outcomes

Light-touch
(lower effort)

Appropriate for early-
stage programs, rapid
assessments, or internal
learning

« Findings may be directional rather

than definitive

Reduced ability to demonstrate
outcomes or causality

Greater uncertainty in interpreting
results

Limited or inconsistent data

Reliance on existing data that may not fully
align with evaluation questions

Limited ability to assess change over time

Limited analysis capacity

Medium-touch
(moderate effort)

Appropriate for programs
seeking to demonstrate
progress, outcomes, and
improve implementation

Stronger ability to assess outcomes,
but still limited for long-term impact

Findings are more robust but may
require careful interpretation

Data collection may be uneven across sites or
time periods

Coordination challenges across team members
or partners

Moderate resource strain if scope expands
beyond plan

Heavy-touch
(high effort)

Appropriate for mature
programs, high-stakes
decisions, or impact-focused
evaluations

Strong ability to assess outcomes and
design plan for measuring impact

Stronger ability to generate rigorous
evidence

Higher credibility for external
reporting and decision-making

High resource demand (e.g., time, staff, budget)

Complex data management and coordination
requirements

Risk of overdesigning the evaluation beyond
what is necessary

Risk of delays or incomplete implementation if
resources are insufficient

5.2 Adjust Plan as Needed

After completing the feasibility review, revisit earlier sections
of the toolkit and refine your evaluation plan as needed. Focus
on aligning your plan with available resources by:

Adjusting the scope or number of evaluation questions

« Prioritizing a smaller set of metrics

- Simplifying data collection methods or reducing frequency
« Reconsidering the level of rigor or evaluation type

« Revisiting assumptions about data availability or team
capacity.

Use the issues identified in the feasibility review to determine
which components of your plan require revision.

5.3 Systematize Key Outputs (Recommended Before
Moving On)

At this stage, you have reviewed the feasibility of your
evaluation decisions and incorporated those changes in
Worksheet 5: Feasibility Review. The next step is to consolidate
those decisions into a final implementation-ready evaluation
framework, using the evaluation plan template in Worksheet
5: Feasibility Review. As you complete this step, ensure that

all elements of your framework are aligned and feasible given
your available resources. This should reflect a plan that your
team can realistically implement.

Once documented, this final framework will guide the
implementation of your evaluation.
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6. Implementation

4. Data Collection
and Analysis

1. Understanding 5. Reassessment

Where You Are

2. Considering Different
Types of Evaluation

3. Deciding What To
Measure and How

6. Implementation

Figure 8. Implementation

This final section will help you execute the evaluation
according to the finalized plan. It includes key
considerations for implementing your finalized evaluation
framework, along with best practices for data collection,
management, analysis, documentation, communicating
evaluation findings, and maintaining evaluation plans over
time with changing priorities.

As a reminder, Figure 8 shows where you are in the process.

First, gather the resources and inputs you'll need for
this section:

- Evaluation Framework Guidance.

The questions in Table 19 may help prompt the team to
discuss all the necessary details.

9 Table 19. Guiding Questions for Implementation

What data collection methods will be
used?

Have data sovereignty and privacy
considerations been addressed?

What is the protocol for data
management and documentation?

How will implementation be
monitored?

What outputs are expected (e.g.,
reports, memos, dashboards)?

What are the communication
strategies for sharing results?

Steps for Implementation

Now that you have developed and finalized your evaluation
framework, the next step is implementation. Work through
steps 6.1 through 6.4.

6.1 Conduct Data Collection

Begin by collecting all the relevant data to feed the indicators
you have developed. Whether you have designed survey
instruments, polls, questionnaires, or other data collection
instruments, this is the stage to administer them. At this
point, you should also have a clear approach for scoring and
weighting your indicators to support analysis. See information
on scoring and weighting in 4.1 Select Data Collection
Methods for additional guidance.

Administer your data collection instruments in a structured
and consistent way, ensuring alignment with your program
timeline and schedule. A common pitfall is attempting to
collect data after the program has ended, which often results
in low response rates.

Where possible, integrate data collection into program
activities or deliverables. This creates a more efficient, reliable,
and repeatable process for gathering the information needed
for your evaluation.

6.2 Analyze Data

Data analysis is a critical phase of the implementation process.
In this step, you organize and examine your data to identify
patterns, assess performance, and generate insights about
your program.

Your analysis should help you:

- Identify program strengths and weaknesses
- Measure progress toward expected outcomes
- Assess whether the program is on track to meet its goals

- Generate evidence that can inform decision-making and
program improvements.
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At its core, data analysis connects your data back to your
evaluation questions. It provides a structured way to
understand what is happening in your program and why.

What your analysis should produce

Your analysis should result in a clear and actionable
understanding of:

« Program performance: How well activities are being
implemented

« Outcomes: What changes are occurring as a result of the
program

« Drivers and barriers: What factors are enabling or
constraining progress

« Implications: What adjustments may be needed to
improve delivery or outcomes.

As part of a broader evidence-building approach, this analysis
is not only descriptive, but also supports learning, adaptation,
and accountability.

Data analysis is not only about producing results, but also
about generating usable insights. Findings should be
interpreted in the context of your program and translated into
clear takeaways that can:

« Inform program improvements

« Support reporting and communication with stakeholders

« Guide future decision-making.

6.3 Document Processes and Outcomes

Documenting how your evaluation is implemented is
essential for consistency, transparency, and future use. This
documentation includes both the processes you follow and
the outcomes you observe.

Clear documentation allows you to:

- Replicate your evaluation approach in future cycles

- Compare results over time

- Identify trends and patterns in program performance

- Understand why certain components are working well and

others are not.

To support this, ensure that your evaluation processes are
applied consistently across time. Replicability is especially
important if you are tracking changes in performance or
assessing progress toward program goals.

What to document
As you implement your evaluation, document:

- Data collection processes and protocols

- Any changes or adaptations made during implementation
- Key assumptions and contextual factors

- Observed outcomes and emerging patterns.

This documentation will support both analysis and future
evaluations.

Outputs/Deliverables

- Evaluation products

- Documentation package.

6.4 Decision Checkpoint

Loop back to the program assessment to begin the next cycle
(reinforcing the feedback loop).

Bruno Grunau, regional director of Applied Research for Communities
in Extreme Environments at NLR's campus in Fairbanks, Alaska,
discusses a high-efficiency, NLR-designed building display.

Photo by Werner Slocum, NLR 095651
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Final Considerations: Using Evaluation To Inform Action

Evaluation is not a one-time activity. It is part of the ongoing
monitoring and management of your program. A well-
designed evaluation framework allows you to systematically
collect and analyze data over time, helping you assess
whether your program is achieving its goals, operating
efficiently, and producing the intended outcomes.

To be effective, your evaluation framework should be actively
maintained, regularly reviewed, and used to inform decisions
throughout the program'’s life cycle.

Maintaining Your Evaluation Framework Over Time

Maintaining your evaluation framework means ensuring that
it continues to function as intended and captures the data
needed to answer your evaluation questions.

To support this:

- Establish clear procedures for data collection and analysis

« Monitor whether these processes are being implemented
consistently

« Periodically assess whether the framework is capturing the
right information.

If and when you identify gaps, such as missing data,
misalignment with program goals, or implementation
challenges, adjust your approach as early as possible.

Evaluation frameworks are not static. They require ongoing
refinement to remain relevant and effective. Regularly
reviewing how your framework is performing will help ensure
that it continues to produce meaningful and usable results.

Data Management and Contingency Planning

As part of maintaining your evaluation, ensure that your data
management processes remain functional and reliable over
time.

This process of data management includes:

- Keeping data organized, accessible, and up to date

- Maintaining clear protocols for data storage, access, and
use

- Ensuring continuity if staff roles change or systems are
updated.

You should also plan for potential disruptions. Changes in
staffing, funding, timelines, or data availability can affect your
ability to implement the evaluation as designed.
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Develop contingency strategies to address these risks, such as: Effective communication ensures that your evaluation

R . . findings can be understood and used to inform decisions.
- Simplifying data collection approaches if resources are

reduced Iteration and Flexibility in Evaluation

- Prioritizing key metrics if time becomes constrained Programs and interventions evolve over time. Changes in
budget, timelines, staffing, or goals are common, and your

- Identifying alternative data sources when needed. . .
ying evaluation approach should adapt accordingly.

Communicating Findings to Different Audiences When program changes occur;
Evaluation findings are only useful if they are clearly
communicated. Consider your audience when deciding how
to present results. For example:

- Reassess whether your evaluation framework is still aligned
with the updated program design

- Identify which components of the framework need to be

+ Fortechnical audiences (g, clients, subject matter adjusted (e.g., metrics, data collection methods, timelines)

experts), you may use more detailed methods and

terminology - Determine the most appropriate point to “reset” or adapt

. i your evaluation.
- For broader audiences, use clear, accessible language and

focus on key takeaways. The goal is to maintain alignment with the program while

) minimizing disruption to ongoing data collection and analysis.
Also consider format and scope:

Being able to adjust your evaluation approach in response to
change is essential for maintaining relevance and ensuring that
your evaluation continues to produce meaningful insights.

- Tailor the level of detail to the format (e.g., report vs.
presentation)

« Prioritize the most relevant findings for your audience

- Avoid overloading your audience with information that is

not actionable. Participants gather at NLR for an innovation summit.

Photo by Werner Slocum, NLR 095651
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Appendix

Glossary of Terms

The glossary aims to establish a common language that
supports clear communication, consistent evaluation design,
and aligned measurement practices. You may wish to review
these definitions before using the framework, as they inform
how goals, metrics, and evaluation approaches are applied
throughout the toolkit.

Goals

Describe the intended future changes an intervention aims to
achieve. Goals articulate what a program seeks to accomplish
if implemented successfully and serve as the foundation for
evaluation. Within this toolkit, goals are treated as the anchor
from which evaluation questions, metrics, and indicators are
developed.

Program goals articulate what the program seeks to
accomplish, for example, increasing community capacity,
improving access to energy generation resources, or
supporting adoption of technologies.

In contrast, evaluation goals clarify why an evaluation is
being conducted and what the evaluation needs to learn,
demonstrate, or improve. Evaluation goals do not restate the
program'’s goals; rather, they guide decisions about the type
of evaluation to pursue, the questions it should answer, and
the level of rigor and resources required. Examples include
improving program delivery, demonstrating early progress,
assessing long-term effectiveness, or ensuring accountability
to the US. Department of Energy and stakeholders.

Indicators

Specific, observable measures used to assess individual
components of an intervention. They capture concrete
aspects of social, environmental, or economic conditions
related to program activities or outputs and can be derived
from both qualitative and quantitative data. Indicators can be
understood as “snapshots”that reflect program performance
or change at a particular point in time. Indicators may be:

« Quantitative, such as counts, percentages, or ratios (e.g.,
number of participants served), or

» Qualitative, such as coded responses from interviews,
focus groups, or open-ended survey questions.

Indicators should be validated to ensure they are meaningful,
appropriate, and fit for the context in which they are applied.

Measuring instruments

The tools used to collect data for indicators and metrics. These
may include surveys, questionnaires, administrative datasets,
interview protocols, focus group guides, or observation tools.
The choice of instrument depends on the type of indicator
being measured and the evaluation approach selected.
Instrument design should align with the program’s theory

of change (ToC), data management protocols, and ethical
requirements, including data privacy and, where applicable,
Institutional Review Board (IRB) approval.

Metrics

Standardized, quantitative measures created by combining
two or more indicators. Metrics aggregate information to
produce a single value that can be tracked over time and
interpreted using predefined thresholds, scores, indices, or
scales (e.g., low to high performance). Metrics are used to
assess whether a program is achieving its goals or operating
efficiently. In the context of this toolkit, metrics generally fall
into two categories:

« Outcome and impact metrics, which assess whether a
program is achieving its intended goals

 Process and performance metrics, which assess how
effectively and efficiently a program is being implemented.

ToC and Logic Model

Describe how a program is expected to create change. A
ToC explains the causal reasoning behind an intervention,
such as the assumptions, pathways, and external factors
linking activities to outputs, outcomes, and impacts. A Logic
Model provides a structured, visual representation of these
components (e.g., inputs, activities, outputs, outcomes).
Both tools clarify how the program works, but they are not
evaluation frameworks. Instead, they serve as foundational
context that informs evaluation planning by helping identify
what should be measured, why it matters, and how program
activities connect to expected results.
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Types of evaluation

This toolkit focuses on five common types of evaluation used
in technical assistance programs:

« Process evaluation: Examines how a program is being
implemented and whether activities are occurring as
intended

« Outcome evaluation: Measures intermediate changes or
results produced by a program

« Impact evaluation: Assesses effects and determines
whether observed changes can be attributed to the
program; usually need a baseline comparison or
counterfactuals

« Performance evaluation: Tracks progress toward
predefined targets, milestones, or deliverables to assess
whether commitments are being met.

Each evaluation type helps you answer different questions
and requires different levels of time, resources, and data.
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Worksheets

Instructions for Using Worksheets

First, save a copy of this PDF to your files. Then, use the PDF form filler to complete the worksheets; you'll have to save
periodically as PDFs do not autosave. Alternatively, you could print and handwrite in the responses to the worksheets.

Use your PDF editing to extract the worksheet pages and save those extracted pages as a new file. Note that the links from
the worksheets to the remainder of the PDF will no longer work once you separate the pages.
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Worksheet 1: Initial Programmatic Assessment

(Complete before moving to Section 2)

These outputs serve as the inputs for Section 2 and 3. Complete each of the following prompts to the best of your ability.

Program Assessment Summary

Project status

(Describe the current state

of your project: initial project
design, implementation phase,
and so on).

Timeline and major milestones

(Briefly sketch your project's
timeline and create a list of
related deliverables).

Staff and resource availability

(Create a list of the staff
participating in the project with

their respective time allocation).

Simplified Logic Model

Either attach your existing
model to the next page or
write down a light-touch model
using the guiding questions
from Section 1.

List of Priority Evaluation Goals

Summarize the primary
motivation behind the
evaluation by outlining your
main goals and priorities.

Identified Risks and Constraints

Create a list of the risks and
constraints that could affect the
evaluation of the program.
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Worksheet 2: Document Evaluation Goals and Questions

(Complete before moving to Section 3)

Once you have systematized the goals of your evaluation, identified the questions you need to answer, and selected the primary
and secondary evaluation types, the next step is to clearly document your decisions. Complete each of the following prompts to
the best of your ability.

Start With the “Why”

Write down the primary evaluation
goal (e.g., “improve delivery,
‘demonstrate early progress,’
“accountability reporting”).

If your evaluation has multiple
goals, list them separately.

Select the Evaluation Type(s)

Assign the evaluation type that
best aligns with each “why

If your evaluation requires both
a primary and secondary type,
indicate that here.

Write Evaluation Questions

These should directly reflect
what you need to learn,
demonstrate, or decide.

Questions should be actionable,
specific, and aligned with the
chosen evaluation type.

Strong evaluation questions ask:
- How well...?

- To what extent...?

- What changed...?

- Did we meet...?

—What enabled or
constrained...?
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Worksheet 2: Document Evaluation Goals and Questions

Continued

Confirm Feasibility

For each goal:

Do you have enough time to
evaluate this?

Do you have sufficient staff or
financial resources?

Is this the right level of rigor for this

phase of the project?

If not, revisit Start With the “Why”and Select the Evaluation Type(s) to adjust.

The completed table becomes the input for Section 3, where you will translate evaluation questions into metrics and indicators.

Evaluation Questions To Be
Evaluation Goal (“Why") Selected Evaluation Type(s) VLRI L
Answered

Example: Improve delivery and
identify bottlenecks

Process evaluation

How is implementation
occurring in practice?

What delays or barriers exist?

Are activities aligned with
expected outputs?

Need program satisfaction
information; activity tracking
required
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Worksheet 3: Assess Indicators Feasibility

(Complete before moving to Section 4)
Take the indicators developed in Section 3 and add them to the following table to more thoroughly assess their feasibility. The
information in this table will inform the Section 3 decision checkpoint and be used in Section 4.
How to complete this table:
Use one row per indicator.
« In Data Source, indicate where the data will come from (i.e., data collection instrument).
- In Frequency, indicate how often and at what stage of the program life cycle data will be collected.
« In Owner, describe who owns the data source (e.g., internal program team, community partners).

- In Difficulty to Obtain Data, please select the difficulty level to obtain the data from the drop-down menu: low, medium, or
high.

« In Alignment with Evaluation Questions, please select the level of alignment between the indicator and your evaluation
questions from the drop-down menu: low, medium, or high.

. Alignment
Indicator Data Source Frequency gg?acil:‘lga-l;g With Evaluation
Questions
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Worksheet 4: Data Collection and Analysis Plan

Use this worksheet to define how you will collect, manage, and analyze your evaluation data. Keep responses concise and
focused on what is feasible within your timeline and resources.

Part 1. Data Collection Plan
Guiding questions:
- What types of data will you collect?
« How is each data type defined in your evaluation?
« Where will each type of data come from?
+ What collection methods and instruments will you use?
« When and how often will data be collected?
« Who is responsible for collection, management, and oversight?

- How will each type of data be stored, managed, and protected? Where is the data going to be stored? Examples: password-
protected cloud file, protected server, and so on.

How to complete this table:
You can use Worksheet 3: Assess Indicators Feasibility to help populate this table as well as this guidance:

« Use one row per indicator.

« In Quantitative or Qualitative, indicate whether the data is qualitative or quantitative.

« In Data Source, indicate where the data will come from (i.e., data collection instrument).

« In Frequency, indicate how often and at what stage of the program life cycle data will be collected.

« In Owner and Roles and Responsibilities, identify who is responsible for collection, oversight, and management.

« In Data Management and Storage, note where the data will be stored, who will have access, and any relevant protections.

Quantitative or Roles and Data
Indicator o Data Source Frequency T Management
Qualitative Responsibilities
and Storage
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Worksheet 4: Data Collection and Analysis Plan continued
Part 2. Data Analysis Plan

Guiding questions:
« What types of data are you working with?
« What are the sources of each data type?
« What analytical methods will you use for each?
« When will analysis occur and how often?
« Who is responsible for analyzing each dataset?

How to complete this table:
You can use the table in Part 1. Data Collection Plan to help populate this table as well as this guidance:

« Use one row per indicator. For each row, link the data and source to a corresponding analytical approach.
« In Quantitative or Qualitative, indicate whether the data is qualitative or quantitative.

« In Data Source, indicate where the data will come from (i.e., data collection instrument).

« In Analysis Method, note how the data will be analyzed.

- In Analysis Timeline, indicate when analysis will occur in the project timeline.

+ In Owner, identify who is responsible for the analysis.

Systematize your plan

Indicator QuantlFatlye or Data Source Analysis Method | Analysis Timeline (ST T
Qualitative Charge
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Worksheet 5: Feasibility Review

Use this worksheet to summarize and document the process after the feasibility assessment and refine it into an implementation-
ready framework (Final Evaluation Framework Guidance). Complete each section concisely, focusing on what is realistic given
your program resources, timeline, and goals.

Part 1. Feasibility Review

Guiding questions:
- Are your selected evaluation types still aligned with your evaluation goals?

- Do you have the time, skills, and budget to implement your data collection and analysis plans?
« Are your metrics realistic given your constraints?

- Do you need to scale your level of effort up or down?

What assumptions need to be revisited?

+ What trade-offs exist between rigor (accuracy) and effort (resources)?

How to complete this table:
- Use one row per evaluation component (e.g., evaluation type, metrics, data collection, analysis).

In Current Plan, briefly summarize what you previously defined.
« In Feasibility Assessment, note whether it is realistic given your constraints.
« In Key Constraints/Trade-Offs, identify limiting factors (time, staff, budget, data access).

- In Adjustment Needed, indicate whether to scale up, scale down, or keep as is. You will expand on this in the next step.

Evaluation Current Plan Feasibility Key Constraints/ Adjustment
Component Assessment Trade-Offs Needed

Evaluation Type(s)

Metrics

Data Collection Plan

Data Analysis Plan
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Worksheet 5: Feasibility Review continued
Part 2. Plan Adjustments

Reflect before completing

Based on your feasibility review, what needs to change to make your evaluation realistic and aligned with available resources?
How to complete this table:

- Use one row per adjustment.
« Clearly link each change to a constraint or trade-off identified earlier.

- Focus on actionable revisions (e.g., simplifying methods, reducing frequency, prioritizing key metrics).

Rationale
What Will Change (Constraint/Trade-Off) Revised Approach

Example: Budget Reduced budget Less money was allocated to Reduced staffinvolved in
the project, so there will be less | evaluations, administrations of
money to spend on evaluation. | instruments less frequent.
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Final Evaluation Framework Guidance

You are now consolidating a refined, feasible evaluation plan that is ready for implementation.

How to write the evaluation plan:

« Pull from the outputs you documented in previous sections (e.g., evaluation goals, questions, metrics, data plans).

- Keep entries concise and focused on what will be implemented.

« Ensure alignment across all components (goals = questions = metrics = data — analysis).

This document serves as your implementation-ready evaluation framework.

Evaluation Overview
What to include:

« A brief summary of your evaluation framework, including
the purpose, scope, and approach.

« Key decisions made after the feasibility assessment (e.g.,
level of effort, priority areas).

Pull from:
« Worksheet 1: Initial Programmatic Assessment
- Worksheet 2: Document Evaluation Goals and Questions

« Worksheet 5: Feasibility Review

Implementation considerations (potential constraints
and mitigation strategies):

- Summarize key constraints identified (e.g., time, staff, data
availability).

- Describe how your plan has been adjusted to address
these constraints.

Evaluation Purpose and Goal(s)
What to include:

« The primary motivation behind your evaluation (e.g.,
learning, improvement, accountability)

-+ Any secondary goals, if applicable.

Pull from:

« Worksheet 1: Initial Programmatic Assessment: Priority
Evaluation Goals.

Selected Evaluation Type(s)
What to include:

« The evaluation type(s) selected (e.g., process, outcome,
impact, performance)

- Indicate if there is a primary and secondary type.

Pull from:

- Worksheet 2: Document Evaluation Goals and Questions:
Evaluation Type Selection

- The feasibility reassessment (if adjustments were made).

Primary Evaluation Questions
What to include:
« The key questions your evaluation is designed to answer

- Ensure they are specific, actionable, and aligned with your
evaluation type(s).

Pull from:

- Worksheet 2: Document Evaluation Goals and Questions:
Evaluation Questions.

Evaluation Toolkit for Technical Assistance Programs

a4



Metrics and Indicators
What to include:

+ Metrics: The core metrics you will use to assess
performance and outcomes.

« Indicators: The specific measurements that make up
each metric.

Pull from:

- Worksheet 3: Assess Indicators Feasibility: Metrics
Development

- Any refinements made during feasibility assessment.

Data Collection Plan
What to include:

- Data types and sources: The datasets you will collect (e.g.,
survey data, program records, interviews).

- Collection methods and instruments: How data will be
collected (e.g., questionnaires, focus groups) and the
tools used.

« Timeline and frequency: When and how often data will be
collected across the program life cycle.

- Roles and responsibilities: Who is responsible for data
collection, oversight, and management.

- Data management and storage: How data will be stored,
accessed, and protected.

Pull from:

« Worksheet 4: Data Collection and Analysis Plan.

Data Analysis Plan
What to include:

« Analytical methods: How each type of data will be
analyzed (e.g., descriptive statistics, thematic coding).

+ Analysis timeline: When analysis will occur and how often.

- Roles and responsibilities: Who is responsible for analysis
and quality control.

Pull from:

- Worksheet 4: Data Collection and Analysis Plan.

Results and Findings
What to include:
« How results will be synthesized and interpreted

+ How findings will be linked back to evaluation questions
and goals

« Any planned approach for identifying trends, patterns, or
key insights over time.

Pull from:

- Data analysis approach (Worksheet 4: Data Collection and
Analysis Plan)

- Documentation practices (Worksheet 5: Feasibility Review).

Reporting and Communication Strategies
What to include:

« How findings will be communicated (e.g., reports,
presentations, dashboards)

- Target audiences (e.g., internal team, clients,
stakeholders, public)

- Level of detail and format tailored to each audience.
Pull from:
- Communication considerations

- Data analysis plan.
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