
IMPACT Evaluation Resource: Plan

 

 

58

Center for the Advancement of Public Health

1. “How do I know that my program is working?” 
 

2. “What information can I gain that will help improve my program and share with 
others about my program?”    

 
You have gone through the process of organizing your thinking and now have some 
activities, strategies, events, policies, programs, trainings and more that you want to 
access.    The following six examples provide some typical evaluation approaches. 
 

EXAMPLE 1:  
Program/Strategy Evaluation Comments 

Training of student-
athlete mentors 

Pre-test / post-test / 
follow-up test. 

• Build the instrument based on 
specific knowledge, skills, self-
efficacy emphasized  

• Do a pre-test prior to training, and 
the post-test immediately upon 
completion of training 

• Conduct a follow-up test several 
months after completion of 
training to assess retention of 
concepts and skills 

• See sample instrument as a 
starting point 

 
 
 

EXAMPLE 2: 
Program/Strategy Evaluation Comments 

Pre-test / post-test • Build the instrument based on the 
specific desired outcomes for the 
workshop 

• Make the instrument very brief 
• Could have two versions, with 

some overlapping questions 
• See sample instrument as a 

starting point 
Assessment by 
workshop attendees 

• Conduct workshop evaluation at 
conclusion of session 

• See sample instrument  

Effectiveness of 
workshops 
conducted by 
student-athlete 
mentors 

Sample of students on 
campus 

• Use add-on questions for 
standardized instrument 

• See sample instrument  
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EXAMPLE 3: 
Program/Strategy Evaluation Comments 

Social norms 
campaign  

Sample of student on 
campus 

• Use standard or add-on 
questions with campus survey 

• Conduct random telephone calls 
to check students’ awareness 

• Compare actual behavior with 
perceptions of behavior 

• Monitor changes over time 
• See sample instrument as a 

starting point 
 
 
 

EXAMPLE 4: 
Program/Strategy Evaluation Comments 

Pre-test / post-test / 
follow-up test 

• Have a knowledge, attitude, and 
skills assessment of coaches 
prior to and following the training 

• For multiple session training, do 
this before the first one and at the 
end of the last one 

• For smaller groups, consider a 
personalized, anonymous code 
so that one person’s responses 
can be tracked over time  

Training of coaches 

Interviews • Conduct brief interviews with 
participants 

• Ask for candid comments about 
what they learned from the 
training and what they have 
applied 

• Ask for suggestions for 
improvement 
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EXAMPLE 5: 
Program/Strategy Evaluation Comments 

Telephone interview • Call a random selection of 
students 

• Ask whether they saw the 
campaign, what they heard or 
interpreted from the message, 
how they reacted to it, and 
whether the campaign caused 
them to think about changing 
their behavior  

• See sample instrument as a 
starting point 

Public awareness 
campaign for 
students 

Email survey • Contact a random sample of 
students 

• Ask similar questions as with the 
telephone interview above 

 
 
 

EXAMPLE 6: 
Program/Strategy Evaluation Comments 

Helpfulness of a 
policy or procedure 

Data of incidents • Develop tracking forms so that 
data can be reviewed over time 

• Monitor information that could be 
causally linked to the policy or 
procedure 

• Review data to see if changes 
occurred, and whether these can 
reasonably be linked to the timing 
of the policy/procedure 

• See sample instrument  as a 
starting point 
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These situations are only a sampling of the types of situations you will encounter.   
There are no ‘magic answers’ to determine the precise evaluation that would be 
appropriate.  It really depends on the various factors identified in the pages of this 
IMPACT Evaluation Resource.   The intent of these examples is to provide you with 
a basic starting point for consideration with your specific campus-based initiatives.    
The ultimate aim is to gather information that is appropriate for your local purposes.   
Again, it is important to gain technical assistance or the advice of experts on campus to 
help you with the most appropriate and efficient way to evaluate your program or 
individual strategy.   
 



 

 

62

IMPACT Evaluation Resource: Plan

Center for the Advancement of Public Health

NOTES 
 



Action is really what it is all about.   This is the part of the evaluation 
when all the planning and preparation pays off.   It is where thinking 

about the range of issues surrounding your project’s evaluation comes 
together.    The action phase focuses on the actual implementation of the 

final steps associated with your project’s evaluation. 

Sections In This Chapter 
• Overview 
• Considerations 
• Timelines 
• Human Subjects Review 
• Costs and Incentives 
• Administration and Monitoring 
• Evaluation Synthesis Planning  

Milestone Charts 
• Scheduling Strategies 
• Evaluation Planning Tool 
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Step 4:   Act  

 
Action is really what it is all about.   This is the part of the evaluation when all the planning 
and preparation pays off.   It is where thinking about the range of issues surrounding your 

project’s evaluation comes together.    The action phase focuses on the actual implementation 
of the final steps associated with your project’s evaluation. 

 
 
OVERVIEW 
 
While many of the activities could link with the “Plan” segment just highlighted, they are 
relevant for this segment as they represent the actual implementation of the evaluation 
activities.    This segment addresses timelines, approvals, monitoring, discussions, 
record-keeping, and modifications.   Central to this “Act” segment is the theme of 
networking and partnering with others, further described in the “Collaborate” segment 
of this resource.     
 
One of the first considerations with the “Act” phase is the timeline.  It is important to 
identify what the best times are to gather the information you need.  This should be 
considered based on multiple schedules, including the initiative/event being evaluated, 
the target audiences, and the personnel administering the data.  This will also be based 
on what you want to know and the processes to be used in getting this information. 
 
 
CONSIDERATIONS 
 
In the planning and execution of your evaluation activities, a question typically asked by 
someone who reviews the results is “how do you know that this is true?”   That is, others 
want to know how representative the results or comments are; they want to know 
whether the specific results are real, or whether they actually represent what is going on 
with your program.    For example, if your aim is to draw conclusions about the campus’ 
undergraduate student body, you’ll want to prepare an approach (e.g., a sampling 
design) that is as random and representative as possible.   As you do this, you’ll look at 
the demographics of interest (e.g., gender, class rank) of those who responded to be 
sure that they are similar to the demographics of the student body as a whole.    
 
As you prepare this design, several issues are of interest.  These issues interact with 
one another, as tradeoffs occur when you prepare your overall evaluation approach.    
You will want to discuss these as you select your specific methodology.    The specific 
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issues will vary based on your approaches as well as what information you need.  Here 
are some considerations and thoughts. 

• If you have a choice about when to gather the information, arrange it for a time 
when you are most likely to get responses that best capture what you want to 
know.   You’ll want to avoid responses that suggest something that really is not 
true. 

o An example involves asking about students’ alcohol use within the 
previous 30 days.  If this is the case, it is important to schedule your data 
collection at least 30 days after any major event or holiday (e.g., 
Homecoming, New Year’s Eve, and Spring Break).   As an alternative, you 
may ask about alcohol use over the past two weeks.  

 
• Time your data collection for a period when you’ll receive the greatest response 

rate and cooperation from participants and collaborators.     
o One consideration is that the beginning and end of the semester are 

typically not good times to gather general information.    
o In a similar way, scheduling your data collection close in time to major 

campus events would not be desirable.   
 

• If the data is collect online, consider having the survey available for 7-10 days.   
You will want to send reminder notices to participants on one or two occasions, 
such as half-way through and 2-3 days prior to the closing time.      

o Online data collection often has several notices (an initial notice, one or 
two reminder notices, and a final deadline notice).   Responses tend to 
increase following each notice.    

 
• If you are relying upon one methodology to provide the basis for another 

methodology, make sure that you allow for enough time to process and interpret 
the initial data.    

o For example, if you plan to offer focus groups to provide qualitative 
insights about the campus-based survey, then make sure you have 
enough time to review and interpret the information gathered from the 
survey.    

o If your Human Subjects Review Board requires a review of the final 
version of specific questions, you’ll need to allow additional time for this.    

 
• Another consideration is whether you plan on repeating the process from one 

year to the next.    If so, you’ll want to have similar methodologies and timelines 
each year so that comparisons can be made. 

o It is very helpful to have identical questions and the same methods of 
gathering data from one time period to the next (e.g., annually).    You will 
want to be sure that conditions are basically the same, such as a February 
data collection should be followed by a February data collection the next 
year.    If you gather data at a different time, you may see more seasonal 
fluctuations (e.g., from Fall to Spring) and have a harder time 
demonstrating any due to your programmatic efforts.   
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TIMELINES 
 
One barrier that often occurs with needs assessment and evaluation protocols is that 
the effort needed to complete these are often viewed as too time-consuming and 
complicated.    Some program personnel may believe that it will “take too much time” to 
have the evaluation completed.   Constraints such as these can be accommodated 
through easily-administered protocols and focusing of the evaluation process. 

• Any instrumentation should be clearly formatted so that it takes as little time as 
possible to complete it.   This may include an identical format for each question 
(e.g., a 5-point Likert scale), clearly identified question numbers, or boxes for 
open-ended question responses.    

• It is helpful to have easily-administered evaluations that are not – and do not 
appear to be - cumbersome to the user.    

• It is also helpful to have the content and flow clearly defined for the user.   For 
written materials, fewer pages are better, in an attractive format (with white 
space).   This may include having a legal sheet of paper (8 ½” by 14”, rather than 
8 1/2” by 11”).    For on-line surveys, it is helpful to have a progress indicator on 
the data entry screen, to show how much has been completed and how much 
remains to be done.     

 
 
HUMAN SUBJECTS REVIEW 
 
It is often necessary for your campus’ Human Subjects Review Board to review the 
protocol and instrumentation for your evaluation.   The specific requirements will vary 
based on the campus procedures and policies, and specifically about how you plan to 
use the information gathered.    Regardless of your campus’ requirements, the 
important message is that your evaluation process should incorporate great respect for 
your participants’ time and willingness to participate.   As you consider your human 
subjects processes, what typically takes more time for their review are vulnerable 
populations and/or sensitive topics.   Since these projects address alcohol issues, and 
since alcohol use by those under the age of 21 (many of the students on our 
campuses), this becomes an illegal behavior and, as such, may result in greater 
scrutiny by the human subjects review boards.      Again, the intent of this process is to 
guarantee that those from whom information is collected are protected, and that 
confidentiality is maintained.   One other lesson from the process surrounding the 
human subjects review process is that it is important to build in time delays; this is 
typically not a quick, administrative review.     Also make sure to find out whether you 
are required to complete a training program on human subjects, which is often the case 
at colleges and universities.    
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COSTS AND INCENTIVES 
 
Think about the costs for your project evaluation.    To be highlighted in the 
“Collaborate” section are ways of engaging others on campus and in the community to 
provide resource assistance to you with the evaluation efforts.   However, there are 
some direct costs.   For example, if you are choosing to use a survey (such as what is 
provided by the Core Institute or the American College Health Association), there are 
costs associated with these.   Further, these costs will vary based on what you need.    
One way of saving some funding (and generating greater connectedness with campus 
personnel) is to pay for the use of the instrument (e.g., Core or ACHA) but not have 
detailed analyses conducted by those groups; rather, you may have your own campus 
personnel analyze the data.   
 
In the budget for evaluation, there may be other expenses that are important to fund, 
such as the printing of data collection instruments (i.e., paper) or envelopes for mailing 
or collecting responses.    Some of these costs may be absorbed by other campus 
units, who may be willing to format, print, and prepare your evaluation materials.    
 
Further, you may consider modest incentives for participation in the evaluation process.   
With the increasing popularity of on-line data collection, it is desirable to have some 
incentive for students’ participation.    While the desire to be of assistance to helping 
plan campus efforts (by providing information to decision-makers) may help to motivate 
some respondents, this may not be sufficient for others.    
 
Also, as you consider incentives for participation, it is important to check out your 
campus as well as your funder’s policies and procedures.   Also, for the student-athlete 
audience in particular, it is critical that your plans be reviewed and approved by your 
campus’ compliance officer.     For example, some funders or campuses may not allow 
benefits to some groups (e.g., student-athletes) that are not available to other students.   
Some funders or campuses do not allow for the purchase of food or beverage, and 
some allow only for items that are clearly educational in nature.   Some groups have 
restrictions on the purchase or food or beverages.   
 
What is important with the idea of incentives is to think about what would be meaningful 
and appropriate for the target audience in gaining their participation.    The idea of 
incentives can also be less-than-tangible, yet nonetheless important, such as earlier 
access to an event or service.    Clearly, your incentives must be within the legal and 
ethical standards of the institution as well as of the funding source.    
 
Overall, consider having several ‘motivators’ that underlie your incentive structure: 
 

• A reward for completion 
• Honoring the timeliness of the response with opportunities to earn something 

worthwhile 
• An opportunity to earn a substantive incentive from entry into a drawing or raffle 
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What this means is that individuals may have several ‘hooks’ to encourage their 
participation.    Here are three considerations: 
  

1. Everyone who responds may receive something, like a gift certificate or 
coupon (e.g., bookstore certificate or a coupon or gift card for a product).    

2. There may be drawings that provide an opportunity to earn a larger gift 
certificate (such as a gift card for the bookstore), and this may be based 
on a drawing every day to reward responsiveness; thus, the earlier the 
response, the greater the number of opportunities to win.   

3. There may be one single opportunity to win something bigger (such as a 
large gift card, or a desirable product such as a DVD player).    

 
The decisions for motivators will be based on funding availability and what you think 
would be appropriate to generate the response you want.  You may also find that 
certain expenditures for this may be sponsored by different offices, or may have 
restrictions based on the funding source or how you select the recipients.    Again, what 
is important is to check out your campus policies and procedures, as well as what is 
permissible with your funder, to be sure that this is permissible; some policies exclude 
these activities.    Overall, however, this concept provides a foundation for assessing 
how to think through the process of fitting together the various aspects of what you need 
to know and do to accomplish your data collection needs.    
 
 
ADMINISTRATION AND MONITORING 
 
As you move through the action process of preparing your evaluation design and its 
implementation, several other considerations are important.    Milestone Chart 14 
can be helpful in organizing your thoughts and preparing for a smooth administration of 
your evaluation activities.   
 

1. Prepare good monitoring and oversight systems.   This involves setting up a 
schedule, and identifying ‘who will do what’ for the implementation of the 
evaluation.    This also includes knowing what materials to order, what 
arrangements need to be made, what approvals are needed, and how much time 
is needed for each of these.     

2. Set up meetings to review progress.   This builds upon the first step, whereby 
individual tasks and responsibilities are reviewed, and challenges that have been 
encountered are discussed.    

3. Maintain good records.  It is important to record as much information as you can 
about the process that you encounter.  This recordkeeping will help in reviewing 
what was decided, and will also help in planning future evaluation processes.   
You’ll benefit from recording more than you think you might need.    Further, this 
recordkeeping will be helpful when preparing reports about the project. 

4. Engage in the process of having numerous ‘checks and balances.’   It is always 
helpful to think about what might go wrong, as well as how someone else might 
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criticize your processes.   Stay focused on the overall goal of what you want to 
know, and how you’re going to gather the information to learn this.   

5. Manage your time, and build in ample ‘flex’ time for unexpected problems and 
issues that might arise.  As you do the planning, know how much time various 
things will take to accomplish.   For example, you may want to use a 
commercially available data collection instrument; questions include who on your 
campus needs to approve its use, what costs are associated for your designed 
use, and what processes are needed to ‘get it through’ your approval system.   
Similarly, consider how much time the review process for human subjects 
considerations takes, and allow time for modifications in your timeline.    

6. Be prepared to be flexible and to adjust timelines as appropriate.   However, 
make sure that the integrity of your end result is not compromised.     If you find 
that your on-line survey has a lower-than-desired response rate, consider 
extending the deadline (as long as that doesn’t affect the conclusions that you 
can draw from the results).    

 
 

IMPACT Milestone Chart 14: Scheduling Strategies 
 
Use the following to help organize your evaluation design.  The sample illustrates how various 
aspects of your evaluation can be organized over a 12-month time period.    
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IMPACT Milestone Chart 14: Scheduling Strategies 

 
SAMPLE 
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Archival Data 

Gather   Review      

 
Student Assessment 

Plan  Sample       

Faculty/Staff 
Assessment 

    Plan   Sample   

 
Focus Groups 

    Conduct Review 
results 

 Draft report  

Evaluation of 
Training 

  Design  
Instrumentation 

Pilot test 
tool 

Evaluate training   

 
Process Evaluation 

 
Ongoing 

 
Compilation 

          Identify gaps 
in services 

 
 
 
 
EVALUATION SYNTHESIS PLANNING 
 
Pulling all of this together, it is helpful to think about the goals, objectives, measures, 
resources and timelines for your evaluation preparation.   While this complements the 
assistance that you will get from campus resources (to be found in the “Collaborate” 
section), it is helpful in this “Act” section of this IMPACT Evaluation Resource.   
This synthesizes the various measures that you will be using, incorporated within the 
context of the objectives, activities, and your timeline.      Milestone Chart 15 will 
help in organizing your activities and responsibilities.   The sample provided for this 
chart incorporates the goals, objectives and activities from the Milestone Chart 10 in 
the “Measure” section of this resource.     
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IMPACT Milestone Chart 15: Evaluation Planning Tool 
 

Finish your evaluation planning with an expanded version of the Goals, Objectives and Measures 
chart; add the columns regarding ‘resources and assistance’ and ‘timeline.’  Add additional 
worksheets as necessary for other goals and objectives.    

Goals, Objectives, and 
Activities 

Measures Resources 
and 

Assistance 

Timeline 

GOAL: 

Objective #1: 
 
 

Outcome 
Measures: 

•   
•  

  

Activities: 
1) 
 
2) 
 
3) 
 

Process Measures: 
1) 
 
2) 
 
3) 

  

Objective #2: 
 
 

Outcome 
Measures: 

•   
•  

  

Activities: 
1) 
 
2) 
 
3) 

Process Measures: 
1) 
 
2) 
 
3) 
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IMPACT Milestone Chart 15: Evaluation Planning Tool 

 
SAMPLE 

Goals, Objectives, and 
Activities 

Measures Resources 
and 

Assistance 

Timeline 

GOAL: To increase the functioning and well-being of first-year student-athletes. 

Objective #1: To increase the 
academic achievement of first-year 
student-athletes to a level to a 
level of 10% above the campus’ 
academic performance, within 3 
years. 

Outcome 
Measures: 

• Academic 
performance 

• Retention  

Registrar’s office 
Support of chief 
academic officer 
(Provost) 

January 
and July 
(for each 
previous 
semester) 

Activities: 
1) Tutoring sessions for students 
in need 
 
2) Academic coaching sessions for 
teams 
 
3) Challenge programs among 
teams 
 

Process Measures: 
1) Students use and 
satisfaction 
 
2) Coaches’ assessment 
 
3) Students enjoyment of 
sessions 

Academic 
support services 
administer 
survey 
 
AD has coaches 
complete forms 
 
Coaches 
involved in focus 
groups 
 
Student written 
self-report 

Complete 
on a 
monthly 
basis 
 
Semi-
annual 
 
Semi-
annual 
 
 
After each 
event 
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NOTES 

 



In the theme of “Collaboration”, the emphasis is upon working “with” 
others on campus and in the community.    Rather than having the 

project as a “one-person show”, the focus is upon having more 
people and groups invest in the planning and implementation of the 

project.    The age-old mantra of “you own what you help to create” is 
valid here, as having others present in the planning and delivery of a 

program will help with its ultimate success (and, later, 
institutionalization).     

Sections In This Chapter 
• Overview 
• Types of Collaboration 
• Collaboration Strategies 

Milestone Charts 
• Collaboration Planning 
• Collaboration Assessment 
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NOTES 
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Step 5: Collaborate  
  
In the theme of “Collaboration”, the emphasis is upon working “with” others on campus and 
in the community.    Rather than having the project as a “one-person show”, the focus is upon 

having more people and groups invest in the planning and implementation of the project.    
The age-old mantra of “you own what you help to create” is valid here, as having others 

present in the planning and delivery of a program will help with its ultimate success (and, 
later, institutionalization).     

 
 
OVERVIEW 
 
The issue of collaboration regarding the evaluation activities is a critical one.   First, 
collaboration is important because project personnel are typically doing what they do 
best – the project!    Project directors and program personnel are skilled with this aspect 
of the project, with coordinating activities and engaging student-athletes, coaches, 
trainers, and others on campus.     Second, collaborating with others is linked directly 
with the final component of the IMPACT approach – “Transition.”    The 
collaboration throughout the project can help build new relationships or enhance old 
relationships with others on campus.   Often, the presence of a new initiative and/or a 
grant provides an opportunity for individuals and groups to work together, whereas they 
have not previously done so.   The foundation can thus be laid to continue this in the 
future.   Ultimately, the aim is to institutionalize the good activities and quality efforts that 
have been implemented during the project period so they continue when the external 
funding is no longer present.  
 
 
TYPES OF COLLABORATION 
 
Collaboration can take multiple forms.   One way of collaborating is to have a task force 
or steering committee to help provide oversight and guidance for the project.      Another 
approach is to have partnerships that involve others on and around the campus.   A 
third type of collaboration is with sub-contracts and agreements for services.     While 
some contracts are not real collaboration (e.g., hiring a speaker), they could turn into 
that if you envision a role for the speaker to work with you or your advisory group on 
some larger issue that is important for your campus.   You might have them review a 
resource that you intend to distribute, provide an interview for the campus newspaper or 
local press, or author something that you wish to distribute.     Many people are honored 
to be asked to do more than the traditional scope of services, particularly when it is 
about trying to make a real difference with your audience.   Figure 5 illustrates some 
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of the individuals or groups of individuals that may collaborate with you on your 
evaluation.    
 

Figure 5 :  Potential Collaborators 
 Student-athletes 
 Student-Athlete Advisory Council (SAAC) 
 Coaches 
 Athletic Trainers 
 Athletic Director/Administrators 
 Athletic Booster Club 
 Students (generally) 
 Campus student leaders 
 Campus health educator 
 Campus Alcohol and Other Drugs Coordinator 
 Campus administrators 
 CHAMPS/Life Skills Coordinators 
 Student affairs personnel 
 Campus police / security 
 Faculty / staff 
 Academic departments 
 Alumni 
 Community members (e.g., neighbors) 
 Community law enforcement 
 Community leaders (e.g., mayor, town council, service organizations) 
 Community social efforts (e.g., entertainment, restaurants, bars/taverns) 

 
Some strategic approaches can be considered as you think about collaboration.   
   

• First, think about what would benefit your initiative or project.     You may think 
you would benefit from the involvement of an alumnus who has done particularly 
well, or you might think that it would benefit the program to have some remarks 
or input from an aspiring high school student.    You might think that it is helpful 
to ground your program in some good research, or to get a health sciences 
course instructor involved with the evaluation activities.   Think about ways you 
can approach that individual or group, or obtain the resource assistance of the 
desired participants.    

• Second, think about what resources are already available and how you might 
incorporate them.     Similar to the first approach, think about certain individuals 
or groups on campus or in the community that you would know about.   You may 
know that there’s an athletic booster club that you could involve.   There may 
also be a researcher on athletic performance or a class on individual motivation.   
These individuals or groups may be approached directly to see whether and how 
they might want to be involved.   This approach could be very open-ended and 
brainstormed with them directly.   Alternatively, you and/or your advisory group 
may discuss what might be most appropriate for involvement.   What is important 
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is to remain flexible so you can gain the greatest result and impact for your 
project, and ultimately for your campus.    

• Third, it is helpful to think in terms of a ‘win-win’ approach.   Or, said a little 
differently, think about ‘what’s in it for them?’ as you prepare to seek an 
individual’s or group’s collaboration.   For faculty members, typically, there is an 
important emphasis upon the quality of teaching as well as their research; you 
might think about how your project needs might fit into either or both of these 
agendas.   Students may be seeking a quality internship experience and they 
may also be eager to add some specific activity or service opportunity onto their 
resume.   

 
As you think about collaborators, consider two points of view.  First, your perspective 
might suggest that their involvement can be useful in obtaining necessary information or 
may provide access to specific tools.     Second, it is important to identify any concerns 
or drawbacks you might find with collaboration, or when working with a specific 
collaborator.      
 
Collaboration is very important.   Collaboration is helpful in bringing others to the table 
to design and plan your programmatic effort.   A great degree of richness can be 
brought forward with the involvement of others, particularly those with a background in 
areas that would benefit your program.   While collaboration in this context is focused on 
the evaluation activities, you might consider this same approach (and many of these 
same planning tools) for other aspects of your programmatic effort.   Collaboration can 
be most helpful as you prepare for the institutionalization of your programmatic effort – 
that is, life beyond the funded program. 
 
The concern about collaboration is that this could delay the implementation of the 
evaluation or other aspects of the project.   It could also be seen as a burden to have to 
coordinate to a greater degree.   To some extent, you become reliant on the schedules, 
timelines, and professional demands of others.    Another concern is whether a 
collaborator starts to take more authority for the project (or his/her part of the project) 
than you would like.  These concerns can be managed with foresight and planning. 
 
Milestone Chart 16 provides an opportunity to identify some of the potential assets 
and concerns associated with various groups and organizations and their involvement.   
The example provided for this chart offers a starting point for consideration; this can be 
adapted based on your campus’ unique needs and issues.    Milestone Chart 17 
provides a framework for reviewing various collaborators from two points of view – 
theirs and yours.  This chart takes a few of the items from the first chart and shows how 
different perspectives can be found; this can be expanded for other potential 
collaborators.   Again, the example provides a starting point to illustrate how this might 
be used.    Together, these two charts can be helpful in identifying and thinking through 
who can be helpful and ways in which they can be helpful.   With this in mind, specific 
contact can be made so that the act of collaborating can begin.  
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IMPACT Milestone Chart 16: Collaboration Planning 

 
For each of the potential individuals or groups identified below, specify benefits and concerns 

about their involvement. 
 

Potential Collaborator Benefits for 
Involvement 

Concerns about Involvement 

Student-Athletes   
Student-Athlete Advisory 
Council (SAAC) 

  

Coaches   
Athletic Director   
Athletic Trainers   
Athletic Booster Club   
Student Affairs 
Professional 

  

Health Educator   
Substance Abuse 
Coordinator 

  

Faculty Member   
Academic Department   
Student Organizations   
Student Government   
Alumni   
Community Member   
Community Organization   
Other:   
Other:   
Other:   
Other:   
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IMPACT Milestone Chart 16: Collaboration Planning 
 

SAMPLE 
Potential Collaborator Benefits for Involvement Concerns about Involvement 

Student-Athletes First-hand knowledge of life as 
a student-athlete 
Range of perspectives from 
different teams 

Limited time 
Focused perspective based on 
personal experience 

Student-Athlete Advisory 
Council (SAAC) 

Have broad view of multiple 
teams 
Respected by others  
Can influence policy 
Access to Athletic Director 

Very limited time, with involvement on 
the team(s) and other campus 
activities  

Coaches Respected by team members 
Collaborate with other coaches 

May be more interested in team 
performance than evaluation  

Athletic Director Campus leader 
Experience 
Access to administration 

Many responsibilities 
Lack of time 

Athletic Trainers Day-to-day involvement with 
student-athletes 

Lack of time 

Athletic Booster Club Financial support 
Linkages with community 

Focused on team’s performance 

Student Affairs 
Professional 

Support of student-athletes 
from a developmental 
perspective 

Limited experience with evaluation 
Lack of time 

Health Educator Knows health information 
Linked to student affairs 

Limited experience with evaluation 
More skilled with health issues 

Substance Abuse 
Coordinator 

Knows alcohol information and 
resources 
Can provide counseling and 
referral 
Linked to student affairs 

Focused on individual counseling and 
program design 
Lack of time 

Faculty Member Grounded in theory and 
experience 
Can provide class experiences 
for students 

No linkage to academic field of study 
Limited time 

Academic Department Broader support for academic 
involvement 
Helps gain faculty support 

Not a priority for department 

Student Organizations External support for activities 
Could be a funding source 

Focused on their own issues 

Student Government Campus leadership support 
Potential funding source 

Campus priorities are different 

Alumni Programmatic support 
Potential funding 

Distant from campus 

Community Member Volunteer 
Seeking service opportunities 

Do not care about having campus 
involvement  

Community Organization Fund raising support 
Want a service project 

Not a priority  
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IMPACT Milestone Chart 17: Collaboration Assessment 
 

For groups being considered for involvement, provide an assessment about benefits and 
concerns about involvement.    The weighting for each of these will provide guidance about 

who to involve, and what considerations might be associated with their involvement. 
 

Potential 
Collaborator 

Benefits for Involvement Concerns about Involvement 

 From your 
perspective 

From their 
perspective 

From your 
perspective 

From their 
perspective 

 
 

    

 
 

    

 
 

    

 
 

    

 
 

IMPACT Milestone Chart 17: Collaboration Assessment 
 

SAMPLE 
Potential 

Collaborator 
Benefits for Involvement Concerns about Involvement 

 From your 
perspective 

From their 
perspective 

From your 
perspective 

From their 
perspective 

Student-athletes First-hand knowledge 
of life as a student-
athlete 
 
Range of 
perspectives from  
different teams 

Opportunity to work 
with campus 
leaders and shape 
decisions 
 
Chance to work 
with members from 
other teams 

Limited time 
 
Focused 
perspective 
based on 
personal 
experience 

Schedule conflicts 
 
Limited time 

Health Educator Knows health 
information 
 
Linked to student 
affairs 

Working closely 
with student-
athletes 

Limited 
experience with 
evaluation 
 
More skilled with 
health issues 

Limited time 
 
Sees activity as 
managed by 
personnel without 
health knowledge  
 
Not a priority  

Faculty member Grounded in theory 
and experience 
 
Can provide class 
experiences for 
students 

Opportunity to 
conduct field 
research 
 
Applied activities 
for students 

No linkage to 
academic field of 
study 
 
Limited time 

Limited time 
 
Not a priority for 
academic 
department  
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COLLABORATION STRATEGIES 
 
Once you have done your preliminary assessment of collaboration and potential 
collaborators it is now time to engage others.   Important to the collective effort is to 
identify ways of selling yourself, your project, and the overall context of the project for 
the institution and/or for specific parts of it (e.g., the athletic department, the student life 
program).    Thinking about how to ‘frame’ the project or your request to get the 
individual, group or organization involved will be helpful.   As a sub-point here, it may be 
advantageous to think about involvement for a short period of time; you don’t have to 
ask for a long-term commitment, but rather for a shorter term that would be acceptable 
to them.   Once they get involved, they may find that they want to be invested in the 
project for a longer period of time or for other aspects of involvement.    
 
A final thought in this regard is to keep others aware of your project and your overall 
initiative on an ongoing basis.    In that way, continuous updates can be helpful for them 
knowing what you are planning and what you are doing.  They may then see some 
opportunity for their involvement that they previously had not seen.   They may then 
know that you and your initiative may be a desirable collaboration opportunity for their 
initiatives.   Further, if you make it a habit of acknowledging the good works and 
collaboration of other individuals and groups on campus, they may want to step up and 
seek involvement for themselves.   A simple strategy for accomplishing this is with the 
preparation of a brief newsletter; this can be done relatively easily and in an attractive 
manner, providing short articles and updates of current and planned initiatives.   With 
email distribution and a growing list of interested recipients, this can be a comparatively 
easy way of collaborating and preparing the foundation for future collaborations.   In a 
sense, the process of keeping others abreast of what is going on can also be translated 
into a perspective of getting others to say “thanks for thinking of me.”   It can be a ‘win-
win’ situation. 
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NOTES 



Within the IMPACT framework, “T” stands for “Transition.”    The emphasis 
of this is upon the end of the funded portion of the project, as the project 

moves to a phase of institutionalization on campus.    Most external funding 
is for a ‘start-up’ or new initiative, and is designed so that you can try new 

things and then carry them forward with your new insights.  In addition, it is 
helpful to think about the various insights you have gained, so others 

throughout the region and nation can learn from your efforts.   This section 
provides an overview of these considerations.   

Sections In This Chapter 
• Reporting 
• Future Funding 
• Review and Revisions 
• Institutionalization on Campus 
• Some Perspectives Beyond the Campus 
• In Conclusion  

Milestone Charts 
• Synthesis and Review 

ransition 



 
NOTES 



                                  

IMPACT Evaluation Resource: Transition

Step 6: Transition  
Within the IMPACT framework, “T” stands for “Transition.”    The emphasis of this is upon 

the end of the funded portion of the project, as the project moves to a phase of 
institutionalization on campus.    Most external funding is for a ‘start-up’ or new initiative, 
and is designed so that you can try new things and then carry them forward with your new 
insights.  In addition, it is helpful to think about the various insights you have gained, so 

others throughout the region and nation can learn from your efforts.   This section provides 
an overview of these considerations.   

 
 
REPORTING 
 
As you work through the process of conducting the evaluation, the overall theme is that 
you have prepared a thoughtful plan for implementation of the project, and for 
documenting the successes and concerns that have emerged from it.   Ideally, you have 
some good information that will help you refine the initiative in the future.   Further, your 
information should be helpful for other institutions as they prepare similar approaches.    
 
You have undoubtedly prepared reports for various projects or for your own annual 
performance.  Some of these are open-ended and others have specified criteria 
requested.  Some of these are annual or semi-annual in nature and others have been 
more sporadic or ad hoc for a specific purpose.   Projects funded by an external source 
typically have standards and format requirements.   For these various reports that you 
have already done, you have probably included information such as that which is 
specified in this evaluation resource.    
 
Reporting can be more than the required reports.   In fact, reporting your results and 
your accomplishments and challenges is something that benefits from continuous 
attention.   Reporting is something where you are putting together information in formats 
that meet the needs of the report’s audience.   You might prepare information for your 
campus administration in one format but in another format for students.    It is important 
to know your specific audience and how to prepare the same information in different 
ways.  
 
Another consideration with report preparation is to include both quantitative and 
qualitative information.   This further reinforces the importance of having both of these 
types of evaluation as they are both needed for your reporting.    It is helpful to show 
some formal measures and then to illustrate them with some anecdotes or quotes; each 
helps to reinforce the other. 
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It is important to ‘tell the story’ about your project or initiative.   If you do not tell it, or if 
you do not organize the information so that the ‘story’ can be told, then how will others 
know about your impact, your successes, your achievements, your challenges, your 
needs, and your desires?      
 
Similarly, in the reporting, it is helpful to illustrate your points with some graphics such 
as pie charts or bar charts.  This provides a visual representation of your data.  
 
As you begin the project, as well as throughout the project, it is helpful to think about 
when you will need to report, and where it may be beneficial to report to others.    This 
continuous flow of information can be helpful in sustaining the project. 
 
 
FUTURE FUNDING 
 
The future of your project can often hinge upon the availability of funding.   Having good 
evaluation information, and reporting this information, is vitally important for preparing 
your project for continuation, expansion, extension, or revision.   The availability of good 
data is very important, and helps potential funders (whether inside the institution or 
external to the institution) think favorably about your project.   It is important that you 
have good evaluation data for them to consider.   It will help them appreciate the 
importance of the project. 
 
Numerous resources exist for future funding.   The issue of ongoing funding is 
something that should be considered from the beginning of the project.   Quality 
evaluation is important so that others know what is helpful and how funding is 
necessary.   Some funding needed for the project’s startup may no longer be needed, 
but other funding to sustain the program may be most appropriate.    
 
 
REVIEW AND REVISIONS 
 
It is important for any evaluation process to review the project and the evaluation itself.   
You need to assess what worked well and what could be improved.    This would, 
ideally, be an ongoing process and one that would occur close to the implementation of 
major events and initiatives.   There may be different perspectives that others offer 
about the project and these are helpful, particularly from the viewpoint of different 
stakeholders.   It’s helpful to review any lessons learned: 
 

• What you would do different? 
• What assumptions did you make that were faulty (and what was confirmed)? 
• Do you have any recommendations for others? 
• As you think about ‘growing’ the program, what would you do different?   What 

would you do the same?   Why? 
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Milestone Chart 18 may be helpful in this regard.  
 

IMPACT Milestone Chart 18: Synthesis and Review 
 

As you work toward the conclusion of your project, what insights or recommendations do you 
have?   Consider each of the following issues, and have individuals prepare this and share their 
results.    
 

Issue What went well What could be 
improved 

Other Suggestions 

 
Staffing 
 

   

 
Collaboration 
 

   

 
Student 
Involvement 
 

   

 
Impact 
 

   

 
Evaluation 
 

   

 
Budget 
 

   

 
Other 
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IMPACT Milestone Chart 18: Synthesis and Review 
 

SAMPLE 
Issue What went well What could be 

improved 
Other Suggestions 

 
Staffing 
 

Quality personnel Training 
On-site supervision 

Increased salary 

 
Collaboration 
 

Multiple campus 
offices involved 

More involvement 
from admissions 
office 

Recognition for time 
spent by offices with 
monthly oversight mtgs. 

 
Student 
Involvement 
 

Good involvement by 
student-athletes 
 
Student-Athlete 
Advisory Council well 
involved 

Engagement by 
student govt. 
 
 

Recognition and service 
awards for student 
leaders and student 
organizations (athletics 
and overall) 

 
Impact 
 

Good process in place 
for results and 
institutionalization 

More vocal support 
by Athletic Director 
and by Chief 
Student Affairs 
Officer 

Need high level support; 
perhaps by well-known 
alumni?   

 
Evaluation 
 

Good evaluation 
design 

More academic 
depts. involved with 
evaluation 

Identify ways to 
institutionalize evaluation 
by academics and other 
Student Affairs units, to 
be accomplished at no 
cost 

 
Budget 
 

Helpful to have NCAA 
CHOICES grant for 3 
years 

Matching funding 
by Athletic Director 
and by Student 
Affairs 

Additional professional 
staff involved 

 
Other 
 

 Need location for 
project – with 
access to student-
athletes and to 
students overall 

 

 
 
INSTITUTIONALIZATION ON CAMPUS 
 
Preparing for transitions on campus is manageable.    The challenge often faced by 
project personnel is that those with funding often seek initiatives that are demonstrated 
to work or hold promise to work.    Further, many funders seek to implement their own 
initiative, such as something new with which they can be affiliated.   This is true for 
funders inside the institution (such as student affairs, academic, or athletics officials) as 
well as outside the institution (such as donors, merchants, and alumni).    
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With worthwhile projects, it is helpful that your reports and your discussions continue to 
‘tell the story’ in a professional manner.    The reporting cited earlier can be repackaged 
or formatted in ways that are helpful to reaching multiple audiences in effective ways.  
Several suggestions can assist in this regard: 
 

• All reports and report summaries should be professional in appearance.  
• Prepare the reports in a variety of formats:     

o Have an in-depth evaluation report with charts and tables as well as 
clearly defined conclusions and recommendations. 

o Include an executive summary. 
o Prepare a summary document that is more action-oriented than the 

executive summary, and which includes photographs and testimonials. 
o Make materials readily available, such as on a web site. 

• Share the reports with your collaborators as well as with possible future 
collaborators. 

• Compile project results in a binder with various programmatic sections. 
• Prepare a press release with key findings or important events; consider having a 

media event with spokespersons and recommended action steps. 
• Distribute materials widely, with links to web sites for information. 
• Engage campus media personnel to write articles about the project and its 

findings for on-campus, research-based, community-oriented, and alumni 
publications. 

• Make a conscious effort to mention the positive attributes of the project when 
networking on campus and in the community. 

• Monitor changes with campus leadership and identify ways in which your 
program fits within the leadership’s priorities and perspectives. 

 
These suggestions serve as a starting point for getting your project accepted and, 
ideally, institutionalized on your campus.  What helps is having multiple people, in a 
range of settings, serve as your spokesperson or advocate.  Giving them the inspiration 
and motivation, as well as the resources, to tell your story can serve as a strong basis 
for greater grounding of your project.     
 
 
SOME PERSPECTIVES BEYOND THE CAMPUS 
 
While an important aim for your program is institutionalization on your campus, it is also 
helpful to think beyond the campus itself.   If you have developed a quality initiative that 
is making a difference on your campus, this can be something that can be shared with 
others who face situations similar to yours.  You have an opportunity to share the 
results with others so they can address their situations in a more meaningful and 
appropriate way.  The lessons you have learned, and the suggestions you make, are 
worthy of sharing with others.  
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Why is this important?     One reason is based on a sense of community and service.     
Since you have been the recipient of funding to address a specific need on your 
campus, it would be helpful to others (who may not have received such funding) to 
share your insights and your learnings.   Your funding has helped you achieve some 
initiatives that you wouldn’t have achieved without the funding; with some modest 
additional effort, you can assist others to address similar situations.  Another reason is 
that public awareness of your efforts that extends beyond your campus boundaries can 
often reinforce the work on your own campus.  The greater the public awareness about 
your program, the more likely it is that the program will be supported by the campus 
itself.    If you receive a state or national award for quality efforts it becomes less likely 
that this program will be eliminated.   While this is no guarantee, external support can 
help, and typically cannot hurt, your program.      
 
Numerous ideas serve as a starting point for this broader perspective: 
 

• Publish program activities and results in professional journals. 
• Make presentations about the project, its processes, and its accomplishments at 

state, regional, and national conferences. 
• Submit your program for awards or recognition from various sources. 
• Monitor new emphases in the professional literature and with campus strategies 

to address key issues, and identify ways in which your program can be 
incorporated within these new emphases and/or can benefit from including them. 

• Watch for changes in priorities among funding sources to determine ways in 
which your program may be a recipient of funding. 

• Make adaptations to your program based on insights and learnings from other 
fields of study and/or from other audiences served. 

• Identify ways in which other fields of study or audiences may benefit from the 
strategies incorporated in your program and from your lessons learned.  

• Examine what aspects of your program link to some new theories, assumptions, 
paradigms or models.  Share these broader-based concepts in a variety of ways, 
such as presentations and articles.     

• Be prepared to share your program, its strategies, and its resources with others 
who seek to replicate your program; consider ways in which their needs can be 
met without overwhelming you or your time.    

 
This perspective of your project beyond the campus helps in a contextual understanding 
of the important work that you are doing.    While your effort is focused upon making a 
difference with students on your campus, it can be much larger than this.   With a 
different mindset, the transition from the initial funding to a more substantive initiative 
can have an impact on your campus and beyond.     
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IN CONCLUSION 
 
Evaluation is now, hopefully, a less daunting task.   While evaluation at times feels 
overwhelming, it is hoped that this IMPACT Evaluation Resource provides a helpful 
overview and many details about how to handle the assessment for your project.    The 
design was not to make you an expert in evaluation, but to provide a substantive 
background so that you can have a quality, grounded evaluation program.   The 
purpose was to provide you with the conceptual as well as practical tools for helping to 
facilitate the evaluation for your campus-based project.    While the concepts and skills 
provided here are applicable to other projects and initiatives, the focus is upon the 
specific grant funded by the National Collegiate Athletic Association.     
 
With the processes identified here, and with the involvement of others with evaluation 
experience, you should be in a much better position to answer the key questions 
identified at beginning of this resource: 
 

1. “How do I know that my program is working?”  
2. “What information can I have that will help improve my program and share with 

others about my program?”    
 
Indeed, no simple answers exist.    No simple processes exist.   The skill you bring to 
the project focuses upon your background and your leadership ability.   It also 
emphasizes your commitment to improving the quality of life on your campus and with a 
significant focus upon your campus’ student-athletes.     With this IMPACT 
Evaluation Resource, you can help connect your assumptions, dreams, needs, and 
foundations with a program that makes a difference, and is documented to do so.    
Continuing this process of improvement, growth, reflection, and sharing can be helpful 
in our ultimate aim of making a difference for our campuses and our student-athletes.    
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