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This section contains the following tools for use in evaluating a community arts project. 

3Sample Tool 1.1:
Setting Project Aims


4Sample Tool 2.1:
Planning The Evaluation


5Sample Tool 2.2:
Indicative Evaluation Timeline


6Sample Tool 3.1:
Determining Evaluation Indicators


7Sample Tool 3.2 – 3.4:
Sample Evaluation Indicators


10Sample Tool 4.1:
Participant Evaluation Survey


11Sample Tool 4.2:
Generic Interview Structure / Focus Group Outline


12Sample Tool 4.3:
Project Journal Guidelines


13Sample Tool 5.1:
Analysing Evaluation Data Template


14Sample Tool 6.1:
Draft Evaluation Report Structure


16Sample Tool 6.2:
Improving Project Aims And Outcomes


17Further Reading:





	SAMPLE TOOL 1.1: 




SETTING PROJECT AIMS



	What are the project aims for:

	
	PARTICIPANTS
	PROJECT / ORGANISATION
	COMMUNITY

	PROCESS 

Short term

How do we want 
to conduct the project?
	How do we want to conduct the project?

How will participants be involved? 

Why involve participants in [specify] this way?

What do we / participants want to happen in doing the project?
	How will we manage the project:

· as a project? 

· as a creative process?

· as an organisation?

· as a partnership?

What do we want to achieve through the management of the project?
	What do we mean by ‘community’ for this project? Do we mean the local community? a particular age group? men? women? 

How do we involve the community in the project?

How do we involve the community in the management of the project?

	IMPACT

Medium term 

What do we want to happen as a result of the project?
	What do we want to happen for / to participants, as a result of the project?

What do we want participants to achieve as a result of the project? 
	What do we want to happen as a result of the project, for:

· this project? 

· future projects?

· creative processes?

· the organisation?

· the partnership?
	What do we want to happen in the community, as result of the project? 

	OUTCOME

Long term

What do we 
want to happen
in the long term, 
as a result of 
the project?
	What do we want to happen in the long term to / for participants as a result of the project? 
	What do we want to happen in the long term as a result of this project? 

What do we want to happen in the long term as a result of this project for: 

· future projects?

· creative processes?

· the organisation?

· the partnership?
	What do we want to happen in the long term to / for the community, as a result of this project?


	SAMPLE TOOL 2.1:




PLANNING THE EVALUATION



	ISSUE
	RESPONSE

	Why are we undertaking the evaluation? 

Why this project?  Are we clear about the aims and objectives of this project?

How does it fit in with overall plans of the organisation?

How does it fit with other projects? Why now?

What are the critical questions we would like answered?

How do we anticipate using the information? Who is the report for?
	

	How will we undertake the evaluation?

Will it be external or in-house?

Who will be involved from the organisation? 

What level of resourcing can we allocate to the project?

What level of reporting do we want? How will we use the report?

How will participants be involved? others?
	

	Determine roles and responsibilities

Where does overall responsibility for the evaluation lie?

Who will manage the evaluation?

How will decisions be made?

What are the potential problems, e.g. conflicts, difficulties and how are they best managed?


	

	Who needs to know about the evaluation, and how will we keep them informed? 

How will we let our key stakeholders know about the evaluation?

Who is responsible for communication? How often do we need to communicate?
	


	SAMPLE TOOL 2.2:



INDICATIVE EVALUATION TIMELINE

	Week
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15

	Preparation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	clarify reason(s) for undertaking evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	decide process for managing the evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	decide roles and responsibilities 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	decide scope of evaluation 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	develop key evaluation questions
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	design data collection tools
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- participant interview / survey
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- significant other interview / survey 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- project staff interview / survey
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- creative staff interview / survey
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- audience exit polls
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- other groups
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	develop communication strategy
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	prepare and distribute information for stakeholders
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	

	Collecting the data
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	collect existing information – reports; records etc
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	collect new information
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- decide: who; when; how often
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- distribute surveys 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- conduct interviews
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- conduct focus groups
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- conduct exit polls
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	- resurvey / interview if necessary 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	

	Analysing the data
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	reduce data – identify key themes
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	present key themes; findings
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	

	Reporting on the data
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	draft report on the evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	finalise report on the evaluation
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	

	Improving on current practice
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	discuss implications for improving current practice
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


	SAMPLE TOOL 3.1: 


DETERMINING EVALUATION INDICATORS



	
	What tells us that we are achieving our aims for:


	
	PARTICIPANTS 
	PROJECT / ORGANISATION
	COMMUNITY

	
	WHAT WILL TELL US THAT…
	WHAT WILL TELL US THAT…
	WHAT WILL TELL US THAT…

	PROCESS

Short term

How was the project conducted? 
	

we successfully met our aims about participant’s involvement in the project? 

we were successful in involving participants? in engaging participants?


	we successfully met our aims about managing the project?

managing / conducting the project contributed to the aims of the organisation? 

managing / conducting the project contributed to the aims of the partnership? 
	we successfully met our aims about community involvement / management in the project?

we were successful in involving the target community in the project?

we were successful in involving the target community in the management of the project?

	IMPACT

Medium term

What was the impact of the project?
	we / participants successfully achieved what we / they wanted to happen as a result of the project? 

the project had a positive impact on participants?
	we successfully met our aims about what we:

· wanted to happen as a result of the project?

· wanted to happen within our organisation as a result of the project?

· wanted to happen within our partnership, as a result of the project?

the project had a positive impact on future projects (the possibility of future projects; the management; the quality; the range and scope; the artistic involvement of future projects)?

the project had a positive impact on the organisation? 

the project had a positive impact on the partnership?
	we successfully achieved what we wanted to happen within the target community as a result of the project? 

the project had a positive impact within the target community? 

the project contributed to the likelihood of future projects within the community?

	OUTCOME

Long term

What happened as a result of the project?
	we / participants successfully met long-term aims? 

in the long term, what happened to / for participants as a result of the project was positive? 
	we successfully met our long-term aims for the organisation?  for the partnership?

in the long term, what happened to the organisation as a result of the project was positive? 

in the long term, what happened to the partnership as a result of the project was positive? 
	we successfully met our long-term aims for the target community? 

in the long term, what happened to the community as a result of the project was positive? 


	SAMPLE TOOL 3.2: 

SAMPLE EVALUATION INDICATORS OF A SUCCESSFUL PROCESS FOR:


	
	PARTICIPANTS
	PROJECT / ORGANISATION
	COMMUNITY

	minimum level of success
	participants enjoyed being involved in the project

there were positive / constructive group dynamics 

participants attended rehearsals as required (apologised for non-attendance etc)

participants participated in final productions
	the rationale and need for the project were clearly recorded 

a project plan was developed and implemented (with aims and objectives; clear roles and responsibilities for staff; committees; partnership organisations) 

funding body requirements were met

appropriate and transparent financial management; recording and acquittal processes were established and implemented

appropriate support was provided for the creative process (e.g. support of artists; appropriate space; appropriate rehearsals scheduled etc) 

the group dynamics were appropriately managed to provide fair opportunities for all participants 

a safe environment was provided for participants 
	the project met its aims about community involvement in the project

the project met its aims about community management of the project 

the community were consulted about the project 



	reasonably successful
	participants were appropriately challenged and extended by being involved in the project

participants developed (personally, talents, skills) by being involved in the process

participants were easily recruited

participants indicated wanting to be involved again in a similar project


	difficulties and challenges within the group were managed appropriately

quality of, and focus on, creative activity was not compromised through the process

appropriate debriefing was provided if required (e.g. for issues raised through the creative process)

a range of potential supports which may be required through the project were arranged and available (e.g. health workers)

partnership relationships were well-managed
	the project exceeded its aims about community involvement in the project

the project exceeded its aims about community management of the project 

the idea and rationale for the project originated from the community



	ideal / extreme positive
	participants were significantly happier as a result of the way the project was conducted

participants experienced improvements in the factors known to facilitate good health (reduced social isolation; feelings of connection/ belonging, improved self esteem) as result of the way the project was conducted project 

participants were significantly better resourced to undertake further activities as a result of the way the project  was conducted

there was a waiting list of potential participants

significant skill and talent was identified during the process (in individuals; within the group)

there was significant positive external interest in the conduct of the project

external commentators reported that the process was positive for participants 
	potential improvements were identified and implemented

the findings of the project evaluation were analysed for strategic implications (e.g. for the organisation; the community; the sector)
	community representatives were involved in all stages of the project (initiation through to review and discussion about future projects)

processes were in place to ensure skills developed  / people involved through the process would be available for  future projects (e.g. as community reps, or as mentors etc) 




	SAMPLE TOOL 3.3: 


SAMPLE EVALUATION INDICATORS OF SUCCESSFUL IMPACT FOR:


	
	PARTICIPANTS 
	PROJECT / ORGANISATION
	COMMUNITY

	minimum level of success
	participants felt good about what they achieved through the project

participants experienced positive emotions about themselves, as a result of being involved in the project (felt good; felt proud; felt hopeful…)

participants enjoyed working with the group

participants can do new things as a result of the project

directors / producers / significant others have observed that participants can do new things as a result of the project 
	the aims and objectives of the project were monitored and evaluated 

the project produced a reasonable quality creative product

the project contributed to the strategic aims of the organisation

the project contributed to establishing / maintaining productive partnerships and collaborations
	the project was positively received in the community

the project provided a positive focus for the community 

	reasonably successful
	participants experience improvements in the factors known to facilitate good health (reduced social isolation; feelings of connection/ belonging, improved self esteem) as result of the project 

participants feel positive about what they may achieve in the future, as a result of being involved in the project

participants improve established skills as a result of the project

experts / recognised artists acknowledge the skills of the participants

participants clarify which field they wish to work in / study / be involved as a result of being involved in the project

participants get involved in other / similar projects
	the aims and objectives of the project were monitored and evaluated, and fed into the organisation’s quality improvement process

the project contributed significantly to the strategic aims of the organisation 

the project produced a high quality creative product

the project contributed significantly to establishing / maintaining productive partnerships and collaborations

staff skills developed, as a result of the project

the organisation / partnership is well-positioned to repeat the project 
	the community gained positive benefits as a result of the project

the community’s reputation was enhanced as a result of the project 

choices and opportunities were widened for members of the community as a result of the project

	ideal / extremely successful
	participants establish friendships and networks as a result of the project

participants develop new, general skills as a result of the project (public speaking; organisational) 

participants develop new, specific skills, as a result of the project (singing; acting; technical production skills)

participants chose to continue working in the artistic field, either in a community project; study; or  employment

participants able to mentor / support / recruit new participants
	the project gained a significant reputation as a successful project within (community / arts; arts sector(s)/ local community / general community)

other funding bodies expressed interest in the project outcome


	the community is well-placed to continue / extend / develop / replicate the work undertaken 


	SAMPLE TOOL 3.4: 

SAMPLE EVALUATION INDICATORS OF SUCCESSFUL OUTCOMES FOR:



	
	PARTICIPANTS 
	PROJECT / ORGANISATION
	COMMUNITY

	minimum level of success
	· participants confidence and self esteem has been raised as a result of the project

· participants learnt new things about themselves as a result of the project
	· the project was consistent with the organisation’s long term strategic aims

· the project contributed positively to partnerships
	· the project contributed to long term benefits for the community

	reasonably successful
	· long term friendships and networks developed as a result of the project

· knowledge and skills improved or increased as a result of the project
	· the project contributed to long term benefits for the organisation (e.g. opened new areas of funding opportunities; revenue raising; increased profile in the community, sector etc) 

· the project contributed to long term benefits for the partnership
	· the project provided opportunities for long term benefits

	ideal / extremely successful
	· significant talents or skills which continue to be used were identified as a result of the project 

· significant talents or skills which continue to be used were developed as a result of the project 

· participants identified and/or pursued a career or life pathway as a result of the project

· participant / s are able to make significant contributions to the artistic field  as a result of their involvement in the project

· the quality of participants skills are recognised by significant members of the artistic community
	· the project contributed significantly to the strategic aims of the organisation 

· the project contributed significantly to the organisation’s capacity to produce new work

· the project established  / developed  / enhanced the reputation of the organisation 

· the project contributed significantly to the evolution of the partnership

· 
	· the community gained long term positive benefits as a result of the project


SAMPLE TOOL 4.1

	PARTICIPANT EVALUATION SURVEY

	1. Why did you get involved in this project?

	
 I’ve been involved before

(

Good opportunity


(

	
Curiosity



(

Something to do 


(

	
I felt it was time to try something new
( 

I wanted to learn, to practice

(

	
I am interested in [the subject area]
( 

Friends were involved


(

	
Have some fun



(

To find new friends


(

	
To become involved in the community
(

I don’t know



(

	
Other reasons: 

	

	

	
Were your expectations met? 

Yes






No

	

	2. What is the most important thing that has happened for you since starting this project? 

      One example only please

	

	

	

	3. Did you enjoy being involved in the project?

	   1 Yes, loved it (
2 Liked it (
3 Neutral (
4 Didn’t enjoy it (
5 Hated it  (

	

	

	4. Did any of the things from the following list happen through being involved in the project? 

	
	tried something new
	(
	challenged myself
	(

	
	took a risk and survived
	(
	did something I am proud of
	(

	
	created good / interesting art
	(
	made friends, social connections
	(

	
	explored interests, talents
	(
	worked with a group on a project
	(

	
	learnt new things
	(
	developed my confidence
	(

	
	felt proud of myself
	(
	felt happy
	(

	
	felt well, healthy
	(
	learnt about other people; other cultures
	(

	
	learnt new skills 
	(
	developed skills for employment
	(

	
	learnt specific skills e.g. painting; acting
	(
	developed skills for studying, training
	(

	
	did something positive for myself
	(
	did something positive for the community
	(

	

	5. What didn’t you enjoy or like about the project? 

	

	

	

	6. Would you like to be involved in another project? 

	     1 Never again (
2 I don’t think so (
3 Maybe (
4 Yes, if possible (
5 Definitely (

	

	7.  How can we improve our community arts projects?  

	

	

	


THANK YOU

SAMPLE TOOL 4.2

GENERIC INTERVIEW STRUCTURE 

/ FOCUS GROUP OUTLINE

	Interview / Focus Group with:
	

	Number of participants:
	

	Project name:
	

	Date:
	


Select the questions you wish to focus on before the interview / focus group. Add your own as well. As an indication, it takes about one hour to cover 10 questions well – but this will vary depending on the size of the group and the people involved. 

· Were the project aims and objectives achieved? How were they achieved? 

· Were they achieved for all involved? 

· What were the outstanding achievements of the project?

· What were the key strengths of the project?

· What were the key weaknesses of the project?

· How well was the project managed?

· How well was the process managed?

· What was the experience like for participants?

· What was the experience like for the organisation? 

· What was the experience like for the community? 

· What were the impacts for participants?

· What were the impacts for the organisation? 

· What were the impacts for the community? 

· How did the project contribute to individuals? 

· How did the project contribute to partnership organisations? 

· How did the project contribute to the community? 

· What unanticipated outcomes occurred (positive or negative)? 

· What lessons were learnt?

SAMPLE TOOL 4.3

COMMUNITY ARTS PROJECT EVALUATION

Project Journal Guidelines

	Project name:
	

	
	

	Every time:
	Date each entry

Record the project stage, e.g. beginning; recruiting participants; practice; 

development stage; rehearsal etc

	
	

	Purpose of the journal entry:
	To provide an on-going record of the project

To assist with information collection during the evaluation


	
	

	The following list provides a guide of the areas of interest for an evaluation. You may well want to make other comments. The list provides some triggers for your thoughts.


	KEY AREAS TO COVER
	POSSIBLE ISSUES TO COVER

	Project management
	How is the role of project officer going? 

What management issues are there at the moment?

How well is the project working within your own organisation

How well are timelines and milestones being achieved?

	Project objectives
	Does it seem like the project is achieving its objectives?

Are your original objectives changing in any way?

Were you too ambitious? not ambitious enough?

What are your shorter term aims?

	Project participants
	How well are things going with participants?
Have you recruited all the participants?

How are participants feeling about the project?

What are some of their hopes and expectations? 

How are participants relating to each other?

How is the group developing?

	Significant events
	What is particularly significant at the moment?

How does it compare to previous entries? 

How does the group feel about this?

	Community connections
	What connection is the project making with communities?

How is this progressing?

What supports are being provided?

What supports are needed?

	Impact of the project
	What impact is the project having on the participants?

What impact is the project having on the target community?

What impact is the project having on the local community? 

	Unintended outcomes
	Are there any unintended outcomes of the project at this stage?

What are they?

Are they positive? Are they negative?

	Other key issues
	Are there any other key issues?

What is the significance of the issue?


SAMPLE TOOL 5.1: 


ANALYSING EVALUATION DATA

Template

In order to make sense of the evaluation data, organise it a manageable size and structure. Use this grid of the key factors being evaluated  to record the research results. 

	
	PARTICIPANTS
	PROJECT/ ORGANISATION
	COMMUNITY

	PROCESS 
	
	
	

	IMPACT
	
	
	

	OUTCOME
	
	
	


SAMPLE TOOL 6.1

DRAFT EVALUATION REPORT STRUCTURE

This tool provides a draft outline of a generic evaluation report. It is written around a reasonably formal structure, suitable for other organisations, funding bodies or public record. 

INTRODUCTION

Introduce the report briefly e.g. 

This report is an evaluation of the ………… project. The evaluation was undertaken by ………. for ………… Information for the evaluation was collected from a range of stakeholders involved with the project. This evaluation presents the findings from that and other information and provides some recommendations for the future. 

BACKGROUND

The Project

The [community arts project] originated from….  [original ideas for the project]

involved: [participants; community artists; organisations; other parts of the community]

model of working [e.g. community development approach etc]

The Evaluation

The rationale for evaluating the project

Brief statement about the evaluation

METHODOLOGY

The evaluation was overseen by the [Committee]. […] managed the day to day tasks of the evaluation….It was conducted over a six week period, running in conjunction with the project.

The evaluation was conducted in six stages: [insert more detail as required, and any significant aspects to the stages] 

Preparation

Planning

Determining Evaluation Indicators

Collecting Data

Analysing Data

Reporting on the findings

THE PROJECT

Provide more detail here about the project – 

Aims and objectives

Did it stick to original plans? 

What changes were there along the way – e.g. staff turnover; participant turnover?

What were the key challenges and achievements?

KEY FINDINGS

About the project – this is the key section of the report and provides the most important information

to your readers 

Start with general, overview findings and maybe some of the surprises

“The project achieved a significant number of its original aims and received positive feedback from the community” 

“The participation of 12 young males, aged between 14 – 18 exceeded our expectations of involvement from this group.”

“The project achieved a number of positive outcomes between our organisation and [other organisations]…

Provide more detail about how / whether the project achieved its aims / the unintended outcomes

How we Involved Participants

What were your aims about involving participants?

Did you achieve your aims? Indicate if you did / did not / exceeded… 

Describe the evidence for your findings e.g. 

All participants reported in focus groups and surveys that they enjoyed the rehearsals

About 50% indicated in the survey that their only concern was running overtime, as parents were concerned about this. 

Participant reports: All saying similar things? Report general feedback. Take care not to identify individuals who had a different experience. What did participants enjoy or not enjoy? Often this might be the support of other participants / the support of creative staff / the place / food and other incentives! / the routine… 

How we Managed the Project

What were your aims about managing the project?

Did you achieve your aims? Indicate if you did / did not / exceeded… 

How well did this go? What were the challenges and what went well? Records; resources; planning; organisation… How well did you stick to your targets – such as timelines; production details and so on…

How the Community was Involved

What were your aims about involving the community?

Did you achieve your aims? Indicate if you did / did not / exceeded… 

How well did this go? What were the challenges and what went well? 

Records; resources; planning; organisation… How well did you stick to your targets – such as timelines; production details and so on…

The Outcomes

What has happened as result of the project? for participants? your organisation? the community?

Describe as much as possible the outcomes of the project. 

If too early to tell – indicate how you will keep an eye on this…

Implications of the Evaluation

What are the key issues arising from the evaluation? – Remember: the audience for this report. 

Are there implications for: 

recruitment of participants

working with community artists

producing a work

publicity

participant needs / supports / resources

communication with others

working with community organisations

funding

management

How can we Improve our Practice? 

Record here what the organisation intends to do to improve practice, following the evaluation. Remember: to keep this in draft status, until discussed through the organisation’s management structures!

Conclusions and Recommendations

Include about 5 – 6 recommendations at most – ensure that the recommendations are ‘achievable’ and supported. 

	SAMPLE TOOL 6.2



Improving Project Aims and Outcomes

	How do we improve….for:

	
	PARTICIPANTS 
	PROJECT / ORGANISATION
	COMMUNITY

	PROCESS 

Short term

How can we improve the conduct of the project?


	How can we improve the conduct of projects for participants?

How can the experience be [more] positive for participants?

How can we improve the way participants are involved in the project?

How can we improve what happens for / to participants through the project? 

What can we assist participants achieving through the process? (setting sights higher / setting more realistic goals / challenging more / more / less involvement in creative activity…)
	How can we improve the management of the project:

as a project? 

as a creative process?

as an activity of the organisation?

as a partnership activity?

What can we achieve through the management of the project? (more / more realistic / better / more focused / more ambitious)
	How can we improve the way we involve the target community in projects?

How can we improve the way we involve the target community in the management of projects?

How can the process be improved for the target community?

	IMPACT

Medium term 

What will be the impact of the project?


	How can the results of the project be more positive for participants? How can we improve the results of the project for participants?

How can we improve the achievements of / for participants, as a result of the project? 
	How can the results of the project be [more] positive for:

this project? 

future projects?

creative processes?

the organisation?

the partnership?

How can the experience be [more] positive for projects or for the organisation?

How can we improve the results of the project through:

the organisation?

the partnership?
	How can we improve what happens in the community, as result of projects? 

How can the experience be [more] positive for the community?

	OUTCOME

Long term

What do we want to happen as a result of the project?
	How can the long term outcome for participants be improved?

How can we better ensure positive outcomes for participants in the long term? 


	How can the long term outcomes be improved for:

 this project? 

future projects?

creative processes?

the organisation?

the partnership?
	How can the long term outcomes be improved for the community? 
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