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Getting to ‘value’– how can we know what 

good looks like? 

Rachael Trotman and Kate McKegg – 13 September 2022
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Session outline

1. What makes something evaluative

2. Writing evaluative questions

3. A process to answer them

4. Examples for different contexts

Aim is for you to leave with:

Clarity on what you need to evaluate, how to write evaluative 

questions and a process to answer them
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Evaluation is the process of determining merit, worth or significance

E - valu - ation

Evidence - value – action

Evaluation is about providing well-reasoned and well evidenced 
answers to evaluative questions…for change and learning
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Much evaluation describes the ‘what’ – what we did, who was 
involved, how it went, what outcomes showed up or not, what 
we learned

Deeper and stronger evaluation gets to the ‘so what’ and ‘now 
what’:

- What was most valuable, for whom?
- To what extent did we achieve our intended outcomes?
- What is the value of the outcomes or changes achieved and 

how do we know?
- What does that mean going forward?
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It comes down to what you ask – need both

Descriptive

- What did we do, with who?

- How much did we do?

- What outcomes emerged?

- What went well?

- What was challenging?

- What else did we learn?

Evaluative

- To what extent did we meet our 
intended outcomes?

- How valuable were those 
changes or outcomes, to whom?

- How well did we do (quality)?

- Was it worth it?

- What should we do more of, let 
go, adapt?



© Centre for Social Impact 2022

An impact framework example

Monitoring
What?

Evaluation
So what?

Learning
Now what?

Based on evidence:

- What happened?

- What changed, to what 

extent, for whom?

- - What was important and 

valuable?

- How well are we doing in 

terms of our intended 

outcomes?

- Successes, failures, 

challenges?

- What makes the difference?

- What else are we learning?

- How will we apply and 

share learning? What next?

- What are the needs and 

priorities of our community?

- What changes or outcomes 

are we seeking?

- What did we do/are we 

doing? With whom? How 

much?



© Centre for Social Impact 2022

What do you need to know?

On your own, take a few minutes to write a set of evaluative questions for 
something you want to evaluate
What do you want to evaluate? Identify programme, project, prototype, 
Strategic Plan outcomes etc
Identify your evaluative questions. Consider…

- Extent intended outcomes are met
- Value of outcomes, to whom? Where and for whom does X work best?
- How well is x delivering (quality)?
- How valuable is x overall? Is it the best use of resources? Worth the investment?
- How sustainable are the outcomes?
- How well are we building individual and collective capacity and capability?
- Implications – is x still needed? Have we got the design right? How well does it 

leverage strengths and address root causes? How can we make it more effective?
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A way to get to value

What is so?

Descriptive facts
(quantitative, qualitative 
and mixed methods 
evidence)

So what?

Evaluative conclusions 
(saying something 
explicit about value 
and quality)

Assessment

A way to assess quality 
and value (criteria and a 
process)

Supported by diverse 
forms of evidence

This is the crux of evaluation
A lot of evaluation stops here – and isn’t
clear enough to guide decision making
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How to identify value (and what good or great looks 
like)

1. Clarify what you want to evaluate

2. Develop your evaluation questions (including evaluative questions)

3. Develop criteria for making an assessment

4. Have a rating system for those criteria

5. Use evidence and sensemaking process to answer your evaluative 
questions

6. Share evidence to support your claims

Do all of the above collaboratively
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Example – Strategic Plan or significant programme 

Shifting mindsets to support changes that unlock children and whānau
from poverty in Aotearoa

Wanted to show contribution and impact of their work on family 
wellbeing 2019-2021

https://www.theworkshop.org.nz/publications/the-workshop-measuring-our-impact-2019-2021

https://www.theworkshop.org.nz/publications/the-workshop-measuring-our-impact-2019-2021
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Key evaluative questions

To what extent and in what ways is the work of The Workshop 
producing valuable outcomes and impacts? 

What are we learning from our work, and from our collaborators, as we 
go? How are we changing our approach in response to what we have 
learned? 

PROCESS:

Identified their evaluation questions

Presented their intended outcomes

Assessed using their performance and impact framework

Provided evidence to support their claims for each outcome
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Criteria 
to 

assess

Rating 
system
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Developing criteria to assess

Evaluative question Kinds of criteria

Extent of progress or 

contribution

Distance travelled, visibility of change, 

significance of change, level of evidence for 

change

Quality of delivery or 

performance

Strength, poor to excellent, satisfaction, attitude 

change

Value of outcome or 

investment

Volume or level (high, medium, low, no), extent 

needs addressed, perceived value

Sustainability of outcome Short or long term, depth or surface
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From Jane Davidson 2016 https://whatworks.org.nz/assess/

Project example – Expo for teens on safety in cars

https://whatworks.org.nz/assess/
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Individual outcomes scale



© Centre for Social Impact 2022

Individual outcomes - distance travelled
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Exercise

Consider what you want to evaluate and the evaluative questions you 
identified earlier

What kind of criteria and rating system would answer your questions? 

For example:

I want to evaluate contribution in last 12 months to our Strategic Plan outcomes

Criteria to assess - include level of effort applied, level of evidence of contribution 
and range of evidence sources

A no, minimal, moderate, significant, major rating system would work, with a visual 
image/infographic for each (eg a wifi signal showing more or less bars)
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Summary

- Get past describing to evaluating your mahi

- Get the right people in the room to identify evaluation questions, 
criteria to assess, rating system and to do the assessment

- Involve your team and Board – what does ‘amazing’ look like?

- Debate, field test, hone your process

- Visualise assessment instead of lots of text

- Avoid negative or blaming terms for performance

- Use language that suits your context for this process (eg ‘ladder of 
change’, ‘strength of contribution’ instead of rating scale)
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What have you found most useful today, 

what will you apply?

https://www.menti.com/al74x9ye4kpk

https://www.menti.com/al74x9ye4kpk
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Thank you
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