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Evaluation is how value is assigned to something. Evaluation is a part 

of our everyday lives. In fact, it is easy to assume that people are in 

a constant state of evaluation. We evaluate the weather, the traffi c, 

the movies, our neighbor’s new landscaping, and on and on. Another 

interesting characteristic about evaluation is that the end result of 

any evaluation depends, in large part, on the evaluator’s perspective. 

For example, I love the snow. In my opinion, few things compare to 

the feeling and appearance of a beautiful winter’s landscape as large 

snowfl akes fall and form a shiny white layer on the ground. It makes 

sense, then, for me to evaluate those snowy, winter days as being 

beautiful. My friend, however, only likes warm, tropical weather. For 

her, weather that is hot, humid, and sunny is beautiful. When she sees 

weather that is cold and snowy, she would say the weather is awful. So, 

how can one person say something is beautiful and another person say 

it is awful? The answer is simple: there is a difference in perspective 

or framework. The method I use to classify a day as being beautiful is 

different than that of my friend. I look for snow, snow fl akes, and cold 

weather. My friend looks for sun, heat, and humidity. Clearly, there are 

numerous ways to evaluate something.  

Evaluation is how value is assigned to something. Evaluation is a part 

of our everyday lives. In fact, it is easy to assume that people are in 
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! Parts of Evaluation

Goals
A goal is a general statement about what you would like to achieve through 
your event, program, organization, or activity. Goals are typically described 
through a brief statement like “To make our alleys clean places to drive, 
walk, and enjoy.” The intention of a goal is to provide direction for action, 
as well as direction for the objectives that you will measure for your 
evaluation. A goal statement can be general and should capture the spirit of 
your efforts that will be evaluated (Kettner, Moroney, & Martin, 1999). It 
is not necessary to measure your goal directly. As you will learn below, the 
goal will be broken down into different objectives. Those objectives will be 
broken down into measurable parts which, in sum, will provide the results 
of your evaluation. 

Objectives
Objectives are the stepstones that lead to the goals that you are pursuing 
through your event, program, organization, or activity. These are the 
measurable activities that you have deemed necessary to complete in order 
to achieve the goals you have set. Take for instance the goal stated above 
relating to clean alleys. One possible objective would be “to recruit 15 
neighbors to volunteer for a morning of alley clean-up.”  Another possible 
objective could be “to collect at least 100 pounds of trash during the alley 
clean-up.” 

In general, objectives should either describe the results you are attempting 
to achieve, or describe the way in which you seek to achieve your results. 
So, there are two broad types of objectives: Outcome Objectives and 
Process Objectives (Kettner, Moroney, & Martin, 1999). Both of these 
types of objectives form the building blocks that lead to the goals of your 
event, program, organization, or activity. 

  

Outcome Objectives (Final/
Intermediate)

Outcome Objectives are those objectives that 
deal with the results of your work. They are the 
measurable end products that need to be achieved 
in order to meet your goals. There are two types 
of Outcome Objectives: Intermediate Outcome 
Objectives and Final Outcome Objectives 
(Kettner, Moroney, & Martin, 1999).  These two 
types of Outcome Objectives are both measurable 
results, but they occur at different times during the 

event, program, or activity. 

Intermediate Outcome Objectives describe the 
results you hope for before the end of the event, 

program, or activity. Again, pulling from the two examples 
of outcomes for the alley clean-up, the objective “to recruit 

15 neighbors to volunteer for a morning of alley clean-up”, is 

One of the great mistakes 
is to judge policies 
and programs by their 
intentions rather than their 
results.
Milton Friedman 

The pure and simple truth 
is rarely pure and never 
simple.
Oscar Wilde 
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an Intermediate Outcome Objective. This is an Intermediate Outcome 
Objective because it is a result or end (i.e. having 15 volunteers), and it is 
necessary to meet this objective before the ally clean up begins.  

Final Outcome Objectives describe the results you hope for near the end 
of the event, program, or activity. The example detailed above, “to collect 
at least 100 pounds of trash during the alley clean up”, is an example of 
an Outcome Objectives. This is a Final Outcome Objective because it 
is a result that will occur at the end of the alley clean up.  The objective 
that we mentioned above “to collect at least 100 pounds of trash during 
the alley clean up” is an example of a Final Outcome Objective. But, 
the Intermediate Outcome Objectives must be met before the fi nal 
outcome objective to be met. They build from one another. In order to 
collect 100 pounds of trash, the neighborhood group will need at least 15 
neighborhood volunteers. 

Intermediate Outcome Objectives are the building blocks that lead to the 
Final Outcome Objective. Each Intermediate Outcome Objective must be 
met in order to meet the Final Outcome Objective. Each building block 
must be placed before the house is fi nally built. 

Process Objectives
While Intermediate and Final Outcome Objectives deal with 
measuring the ends or results of an action, the Process Objectives 
deal with measuring the way in which you try to achieve the 
Outcome Objectives (Kettner, Moroney, & Martin, 1999). These 
objectives answer the question, “How will we do this?”. 

Consider the example of the Intermediate Outcome Objective 
“to recruit 15 neighbors to volunteer for a morning of alley 
clean-up.” In order to achieve this objective, you will need to 
do at least a couple of things; you will need a process. You might 
need to send an e-mail to the neighbors that have an e-mail address. 
Also, you might need to call those neighbors that you have phone numbers 
for, but no e-mail address. Lastly, you might need to go door-to-door to 
some new neighbors you have not met. All three of these things will be 
separate Process Objectives for that Intermediate Outcome Objective of 
recruiting 15 neighborhood volunteers. Those Process Objectives would be 
as follows:

(1) To e-mail all 24 neighbors with an e-mail address and ask if they will 
volunteer for the alley clean-up.

(2) To call all 10 neighbors with a telephone number, but no e-mail 
address, and ask if they will volunteer for the alley clean-up.

(3) To go visit the 10 new neighbors whom I’ve never met and ask if 
they will volunteer for the alley clean-up.

As you can see, these Process Objectives pertain to steps that lead to 
the Outcome Objective of recruiting 15 volunteers. It is important to 
identify process objectives.  As you begin to complete the evaluation 
process, measurement of process objectives can help one understand the 
reasons why a particular Outcome Objective succeeded, or where there is 
opportunity to improve.
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the Intermediate Outcome Objectives must be met before the fi nal 
outcome objective to be met. They build from one another. In order to 
collect 100 pounds of trash, the neighborhood group will need at least 15 
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Final Outcome Objective. Each Intermediate Outcome Objective must be 
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Try It!

A Final Note on Objectives
Once you have identified all objectives for your goals, it is important to 
strengthen those objectives by adding three additional elements to the 
outcome statement. Those three elements are timeframes, measurement 
tools, and responsibility assignments. The timeframe is the date or range 
of time for which you will complete each objective. The measurement 
tool is the way in which you will measure the objective. The responsibility 
assignment is simply stating the person or group of people who are 
responsible for completing the measurement of the objective.  

Take for instance the process objective “To e-mail all 24 neighbors with 
an e-mail address and ask if they will volunteer for the alley clean-up.” To 
fully complete that Process Objective, it is important to add the timeframe, 
measurement tools, and responsibility assignment. For example, “To e-mail 
all 24 neighbors with an e-mail address and ask if they will volunteer for the 
alley clean-up by June 10, 2008 as measured by the Alley Clean-Up Check 
list and to be completed by John Doe.” 

It is understandable that, at first glance, this work of identifying goals and 
objectives is quite confusing. Remember that they each build from one 
another in support of the goals pursued by your group or organization. 

To make better sense of the relationships between goals and objectives, 
please take a look at the chart below. We have completed the left portion 
of the chart. In the space provided, develop other objectives to assist in 
this goal.

Goal: To make our a l leys c lean places to wa lk, drive, and enjoy.

Final Outcome Objective:  
To col lect at least 100 
pounds of trash during 
the c lean-up.

Final Outcome Objective: Final Outcome Objective: 

Intermediate Outcome Objective:  
To recruit 15 volunteers 
for the c lean-up.

Intermediate Outcome Objective: Intermediate Outcome Objective: 

Process Outcome:  
E-mail Neighbors

Process Outcome:  
Call Neighbors

Process Outcome: 
Visit new Neighbors

Process Outcome: 

Process Outcome:  

Process Outcome: 

Process Outcome: 

Process Outcome:  

Process Outcome: 
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Remember!When creating objectives, be sure to inc lude timeframes, measurement tools, and responsibility assignments.  

Picture This – A Unique Way to Creating Goals and Outcomes in a Community

Zion Hill Baptist Church in the Martindale Brightwood Neighborhoods on 
Indianapolis’ North East side wanted to include their youth’s perspective 
to help fuel positive change in that community. After receiving support 
for various organizations, leaders in that church and its surrounding 
neighborhood purchased dozens of digital cameras and put them in the hands 
of a large group of children who live in that community. The children 
were given one charge: document your day-to-day lives from the bird’s 
eye-view, the street level view, and the bug’s eye-view. 

The kids received training on basic photography skills and were 
sent out into their neighborhood to capture their lives through the 
lens of a camera. Thousands of pictures later, the youth organized 
their printed images into different themes like “opportunity” and 
“hope”. They use those themed photographs in public spaces and 
neighborhood meetings to add perspective and help answer the 
question, “this is what our youth see, what should we do to build 
from their perspectives?” 

When developing outcomes and goals for your neighborhood or 
neighborhood based organization, your evaluation committee should 
involve as many perspectives as possible. Using photographs taken 
by neighbors to fuel a discussion on goals and objectives presents a 
powerful forum to extract goals and objectives for any evaluation 
plan. While a picture might be worth a thousand words, perhaps it 
can also help create several outcomes.

neighborhood purchased dozens of digital cameras and put them in the hands 

were given one charge: document your day-to-day lives from the bird’s were given one charge: document your day-to-day lives from the bird’s 

Real Life 
Scenario

!Developing goals and objectives: 
building an evaluation plan
Since we are working with and in our neighborhood, it is important to get 
other neighbors involved in evaluating the events, activities, and programs 
of your neighborhood group. One great way to do this is to assemble an 
evaluation group or evaluation committee for your neighborhood-based 
organization.  Recruit and assemble a small working group of between 5 
to 8 neighbors and neighborhood stakeholders. Try to make this group as 
diverse as possible with people from all different backgrounds, cultures, and 
perspectives. Your evaluation plan will be strengthened by a diversity of 
perspectives while creating the goals and objectives of your evaluation plan. 

Once you have the group assembled, set an initial meeting with everyone 
at a time and place that is convenient for the group. At that meeting, 
provide an introduction to goals and objectives including their defi nitions 
and examples. From there, work with the group to identify goals. If time 
remains, identify the Outcome and Process Objectives for the activity, 
event, or program you are attempting to evaluate. You might fi nd it 
necessary to schedule another meeting to fi nish the creation of the 
objectives. The main goal is to allow the group, through conversation, to 
create the goals and objectives for your evaluation. Once you have created 
the goals and objectives, display them in a chart that clearly shows the 
progression from Process Objectives to Goals. Then, schedule future 
meeting times to review the progress of the evaluation plan and discuss 
results as they are made available. 
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Try It! We have completed the left portion of the chart below. In the space 
provided, develop other objectives to assist in this goal.

���L 1.0
To make our a l leys c lean 
places to wa lk, drive, and 
enjoy.

���L 2.0 ���L 3.0

����L �UTC�ME 
��JEC�IVE 1.1
To col lect at least 100 
pounds of  trash during the 
c lean-up, to be completed 
by the end of  the day of  the 
Alley Clean up on June 
30, 2008, as measured by 
a trash weigh-in using a 
home-sca le, assigned to 
Jane Doe.

�NTE�M��IATE �UTC�ME 
��JEC�IVE 1.2
To recruit 15 volunteers 
for the c lean-up, to be 
completed by two weeks 
before the Alley Clean up 
or June 16, 2008, to be 
measured by a volunteer 
sign-in sheet, assigned to 
Jason Doe. 

P�O���S
��JEC�IVE 1.3
To e-mail a l l 24 neighbors 
with an e-mail address and 
ask if they wil l volunteer 
for the a l ley c lean-up, 
by June 2, 2008, to be 
measured by the neighbor 
contact log, assigned to 
Jamie Doe.

P�O���S
��JEC�IVE 1.4
To ca l l a l l 10 neighbors 
with a te lephone nu�ber, 
but no e-mail address and 
ask if they wil l volunteer 
for the a l ley c lean-up, 
by June 2, 2008, to be 
measured by the neighbor 
contact log, assigned to 
Jamie Doe.
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!

A Note on Measurement Tools:
The term “Measurement Tools” conjures up images of scientifi c proportions: 
stethoscopes, rulers, computers, etc. A measurement tool can be as simple 
as a sign-in sheet, a to-do check-list, or a simple questionnaire.  It’s possible 
that notes from a conversation can be a measurement tool. In general, a 
measurement tool is anything you use to collect the data that is used to 
show how you have completed an objective. For instance, if you want to 
measure the 100 pounds of trash you pick up during your alley clean-up, 
then your measurement tool will probably be a scale.  If you want to have a 
neighborhood meeting and one of your Final Outcome Objectives is to have 
50 people attend the neighborhood meeting, then your measurement tool 
will most likely be a sign-in sheet. The best guide to selecting an effective 
measurement tool for your objectives is common sense. So, with the help of 
your evaluation group or committee, think through all of the possibilities for 
measuring your objectives and come up with the one or two measurement 
tools that will work best. 

Now You Have Data, What’s Next: 
Telling Your Story of Success

There are two main reasons for evaluating all the great things you are doing 
in your neighborhood: to learn and to share with others. Learning together 
as a neighborhood organization is an important role of an evaluation. As 
your evaluation group meets to review the progress of the evaluation plan, 
be sure to review the data that has been measured along the way and 
discuss the meaning of that data. When appropriate, share that data 
with other neighbors who are helping in your neighborhood event, 
activity or program. For your neighbors, a fi nal report is often 
too late. So, it is important to share your results throughout the 
process and make changes when needed. This will support the 
learning process and strengthen your neighborhood efforts.

The other main reason for evaluating your neighborhood events, 
activities, or programs is to share your successes with the outside 
world. Again, use your evaluation group to determine the external 
audience with whom you will share your results. Also, determine 
the best format for sharing those results. The format for sharing your 
results might change depending upon the types of audiences that will 
review them (i.e. funders, other neighborhood organizations, city offi cials, 
etc.). There is no correct way for sharing your results, as long as it is 
appropriate for your audience. Keep in mind, however, that it is perfectly 
fi ne to be creative and utilize various methods for sharing (i.e. photographs, 
charts and tables, narratives, etc.). 

When sharing your results, either internally for learning purposes or 
externally as a fi nal report, be sure to focus on the successes of your 
efforts even if they were not intended successes. Note any shortcomings 
you found through the evaluation, or challenges encountered during the 
planning and/or event. No event, activity, or program is perfect and it is 
perfectly natural to have room for improvement. It is good to make note of 
those shortcomings and discuss how you have incorporated the learning in 
your future actions as a neighborhood. In sum, be creative, focus on your 
successes, and learn from your shortcomings. 
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Note: From A Guide to Evaluating Asset-Based Community Development: Lessons, Challenges, and 
Opportunities, by T. Dewar, 1997, Chicago: ACTA Publications by John P. Kretzmann and John L. McKnight. 
Adapted with permission.

Note: From A Guide to Evaluating Asset-Based Community Development: Lessons, Challenges, and 
Opportunities, by T. Dewar, 1997, Chicago: ACTA Publications by John P. Kretzmann and John L. McKnight. 
Adapted with permission.

 Involve part icipants directl y with the 
eva luation process.

 Know who will be reading or reviewing 
your eva luation results . Know your 
audience.

 Focus on appropriate goals and document outcomes.

 Document some results as quic�ly as 
possib le and share them with your 
audience.

 When sharing your eva luation’s results, 
be open about short comings.

Notes (or Doodles)


