
E VA L U AT I N G  
P R O J E C T S

R E F R A M I N G  T H E  F U T U R E



S U G G E ST I O N

Evaluation is the process by which

you systematically collect evidence

about any or all of the following:

Evaluation is a natural way of

monitoring and refining any human

activity. Take driving. If I’m driving

to work, I’m constantly asking

questions like ‘Am I going too fast?’;

‘Can I get across this intersection

before the lights turn red?’ This is

evaluation because it involves:

Evaluations can be undertaken at

any time during a workbased

learning project – at the beginning

mid-way through, or at the end.

� The context in which you are undertaking an activity

� Your progress part-way through the activity

� The effectiveness of draft materials and initial efforts (sometimes

referred to as ‘formative’ or ‘process’ evaluation)

� What you have achieved in relation to your initial objectives

(sometimes termed ‘summative’ or ‘product’ evaluation).

� Goals (not driving too fast;

getting to work safely)

� Feedback (the speedo, the

traffic lights)

� Thinking about one in relation

to the other.

E VA L UAT I O N S  AT  T H E  B E G I N N I N G  O F A  P R O J E C T

E VA L UAT I O N S  M I D - WAY  T H R O U G H  A P R O J E C T

Use these to make adjustments so that the project stays on track. A mid-

way evaluation also gives your project team a chance to stand back from

the project, and see whether the initial thinking needs to be revised. 

W H AT  I S  E VA L U AT I O N ?

W H Y  E VA L U AT E ?

W H E N  T O  E VA L U AT E

E VA L U AT I O N  Q U E S T I O N S

E VA L U AT I N G  
P R O J E C T S

R E F R A M I N G  T H E  F U T U R E

However the downside of evaluative

activities like these is that they are

done alone, and may not be very

systematic. The model of

workbased evaluation outlined uses

goals and feedback, but also builds

in group insight and a more

systematic approach.

E VA L UAT I O N S  AT  T H E  E N D  O F  A  P R O J E C T

Formal data collection and analysis at this stage provides a good basis for

judging how well your project went, and for making plans about future projects.

Q U E ST I O N

S U G G E ST I O N

Q U E ST I O N

The best starting point for an

evaluation is to sort out what you

want to know. Write out the

questions that you want answered

by the evaluation. Here are some

suggestions for improving

evaluation questions:

The focus here is on the current situation, so that you have a benchmark

for measuring progress.

‘How effective have the sessions been?’

Discuss and agree on what you mean by ‘effective’

because this will have a lot of influence on how you go

about the evaluation

‘Is the new brochure on Training Packages useful?’

Avoid questions like this that have only ‘yes/no’

answers. A better question would be: ‘How useful is

the brochure?’ (Which provides a good basis for

asking ‘How can we improve it?’)



P R O J E C T  O B J E C T I V E S

J U D G E M E N T

D AT A

H E L I C O P T E R

V I E W  O F

P R O J E C T

A N D  D AT A

C O M M U N I C AT E

C O N C L U S I O N S  &

R E C O M M E N D AT I O N S

F O R  I M P R O V E M E N T

2

4

1

Here is a typical objective for a workbased learning project in the
VET sector:
‘Ensure that participants have a working knowledge of how to use
Training Package XXX at local level within XXX TAFE Institute.’

P R O J E C T  O B J E C T I V E S1 D E S C R I B E  W H AT  Y O U  H O P E  T O  A C H I E V E  ( ‘ O b j e c t i v e s ’ )

3

5

C O M M U N I C AT E

C O N C L U S I O N S  A N D

R E C O M M E N D AT I O N S

F O R  I M P R O V E M E N T

5 C O M M U N I C AT E  C O N C L U S I O N S  A N D

R E C O M M E N D AT I O N S  P E R I O D I C A L LY  D U R I N G

T H E P R O J E C T,  A N D  AT  P R O J E C T  C O M P L E T I O N

F I V E  B A S I C  C O M P O N E N T S  S H O U L D  B E  P R E S E N T  E V E RY  T I M E  Y O U  E VA L U AT E  W O R K B A S E D  L E A R N I N G :

This five part evaluation model can help achieve these characteristics. By working from explicit
project objectives, you are more likely to have a good basis for both validity and reliability. Robust
judgement activities, such as a group discussion of data, will also help validity and reliability.

E V A L U AT I O N  F O R  W O R K B A S E D  L E A R N I N G

C O M PA R E  T H E S E  T W O ,

R E S U LT I N G  I N  C O N C L U S I O N S

A B O U T  H O W  W E L L  T H E

A C T U A L  S I T U AT I O N  M AT C H E S

T H E  D E S I R E D  O N E

A vigorous discussion about the
findings, by members of the
workbased learning project team.

3 J U D G E M E N T

A range of data that shows
how well the objectives have
been achieved.

D AT A2 C O L L E C T

I N F O R M AT I O N  A B O U T

W H AT  I S  A C T U A L LY

H A P P E N I N G  ( ‘ D a t a ’ )

Discussion with an emphasis on thinking outside the square. Try to get
participants to report their gut feelings, to play with the data, and to
think creatively.
If necessary, go back to components 1, 2 or 3, and do additional work.

H E L I C O P T E R

V I E W  O F

P R O J E C T

A N D D AT A

4 S TA N D  B A C K  A N D  L O O K  AT  T H E  D ATA  T H AT  Y O U ’ V E

C O L L E C T E D .  F O R  E X A M P L E ,  A R E  T H E  O B J E C T I V E S  S T I L L

A P P R O P R I AT E ?  S H O U L D  O T H E R  O B J E C T I V E S  B E  A D D E D ?

H AV E  Y O U  C O L L E C T E D  T H E  D ATA  T H AT  Y O U  N E E D ?  D I D

P R O J E C T  G R O U P  M E M B E R S  S AY  W H AT  T H E Y  T H O U G H T ?

These communications might be spoken or written in the form of
overhead transparencies as an attachment to a website, an email etc.
(Plan this communication as a two-way process, to allow scope for
learning by both your project group, and the audience.)



P H O N E  I N T E RV I E W S

Q U E ST I O N N A I R E S

A DVA N TAG E S

A DVA N TAG E S

D I S A DVA N TAG E S

D I S A DVA N TAG E S

Quick and direct

Can instantly clarify misunderstandings about

questions

Too time consuming for complex issues

For projects in many regions, STD can get expensive

Requires rapid writing, or taping and transcribing

(expensive)

Easy to tabulate and report data 

Gets to a wide cross-section of people

Busy people in institutes or industry can fill in

when they get time

If mailed, may be poor response rate

If used to evaluate workshops, timing may be

a problem

Can’t easily probe (‘what do you mean by…?’)

A DVA N TAG E S

D I S A DVA N TAG E S

People’s ideas spark off each other

Can have focused discussion at the end of a seminar

In some groups, a few people will dominate discussion

A DVA N TAG E S

D I S A DVA N TAG E S

Data already available at start of workbased

learning project

There are a variety of approaches that you can use to collect evaluation data. Some of the

main ones are listed below, but remember, each of these can be applied in different ways.

Also, bear in mind that most evaluations use more than one data collection method.

D ATA  C O L L E C T I O N  M E T H O D S

Context is important – don’t just ask ‘is this effective?’ Take into account specifics such as the industry,

particularly events, relationships and politics, timing issues, and work pressures.

Judgements need space – not only physical space, but mental space as well. Encourage project team

members to be open to new possibilities, and to think creatively, when you examine evaluation data.

Time is also important – time free from interruptions, to examine the data and make judgements about it.

Involve a group. You’re more likely to get a range of views, and come up with robust conclusions, if you

involve members of your project group in examining the data. 

Play with the data. Just as children can use play with toys to gain insight into real dilemmas and issues,

your project group can play with the evaluation data – i.e. experiment, group it, compare parts of it,

extrapolate from it, check out your hunches, etc. – to achieve valuable insights.

Draw on your feelings as well as your intellect. People’s words are only part of the data that you’ll collect.

It’s OK to ask yourself and your group – ‘What are the feelings here?’ ‘Are people angry, excited, bored,

comfortable, nervous, etc.?’

B A S I C  I D E A S  A B O U T  E VA L U AT I N G  W O R K B A S E D  A C T I V I T I E S

TA P E  R E C O R D E D

G R O U P

D I S C U S S I O N S

D O C U M E N T S  A N D

R E C O R D S

May be questions about accuracy

May need to go through a lot of documents to find

relevant data



Reframing the Future contact details Reframing the Future 
PO Box 425
Elizabeth SA 5112
Telephone 08 8207 9655
Fax 08 8207 9708
http://reframingthefuture.net

Evaluation resources are available from the Reframing the Future website

Three main characteristics contribute to the worth of any evaluation results:

VA L I D I TY

R E L I A B I L I TY

U S E F U L N E S S

The data you collect should reflect the real situation you’re examining.

The data you collect should not depend on who does the interviews or

conducts the discussions, or on when they occur.

There is little point in getting valid, reliable data about issues that 

no-one cares about.

A C H I E V I N G  W O R T H W H I L E  R E S U LT S


