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Evaluation Made Practical
Tools to tell your story and track your impact 

Roll up your sleeves… 

By the end of this session, you will be able to:

 Explain how a theory of change offers a big-picture reason for 
your work, especially useful for funders and advocacy.

 Explain the purpose of a logic model and write a simple one for 
one of your food bank programs.

 Identify one area of an evaluation plan to focus on.

Your turn

What words come to 
mind when you think 
about evaluation?

What emotions come 
to mind when you think 
about evaluation? 
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Introduction

Evaluation is a structured process of gathering and 

analyzing data to understand how well nonprofit 

programs or practices work. Its goal is to provide 

insights that guide decisions, foster learning, and 

support community-driven change.

Evaluation 

“Evaluation is leadership. What if evaluation 

could help us see better, think better, focus 

better, and grow our leaders and our 

organization better?”

- Steve Patty, author of Getting to What Matters
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Types of evaluation

AD HOC 
EVALUATION

A quick, one-time 
check-in to answer a 

specific question.

FORMATIVE 
EVALUATION

Used while a program is 
still being developed or 

improved.

MONITORING

Ongoing tracking of 
activities and 
participation.

SUMMATIVE 
EVALUATION 

Done at the end to 
measure overall impact.

Evaluation answers these questions.

Do our 
programs 

work and to 
what degree? 

How can we 
be more 

effective and 
efficient?

Where can 
we improve? 

How are we 
effective 

according to 
our 

objectives? 

How are we 
impacting 

people’s lives 
in a long-

term positive 
way?

What does 
not work?

What 
specific 

demographic 
groups are 

we serving or 
not serving?

Who should 
we be 

collaborating 
with?

Food bank questions

How do we show that we are more than just 
people handing out food?

Are we reaching the people in our community 
who need us most?

How do our clients experience our food bank?

Are our partnerships making our work 
stronger?

Where can we improve how we deliver food 
or services?

Are we using our resources effectively?
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Your turn

Which of these questions 
would you like to be able 
to answer better?

Any other question? 

How do we show that we are more than just 
people handing out food?

Are we reaching the people in our community 
who need us most?

How do our clients experience our food bank?

Are our partnerships making our work 
stronger?

Where can we improve how we deliver food 
or services?

Are we using our resources effectively?

Values: Foundational beliefs and commitments 

Mission: What you aim to achieve

Strategy 1
Food bank services

Strategy 2
Backpack program

Strategy 3
Elder outreach

Vision: Our desired future state

Evaluation: How we know we are making a difference

Our big picture 
plan: What we 
believe we must 
do in service to 
our mission to 
achieve our 
vision

Adapted from Forward Movement Consulting

Logic model: Our action plan

Theory of Change

Why we do 
the work

What we do

How we do it 
and how we 
know it’s 
working

Theory of change
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A theory of change is a big-picture 
explanation of how and why you believe 
your work will lead to change.

A logic model is a detailed map that 
shows the specific parts of your program.

Theory of Change

A Theory of Change is your story of impact—why you believe your 
actions will create the change you want to see. It includes context, 
beliefs, and preconditions.

We believe... (state your core assumptions or beliefs).

If we... (describe the work you do),

then... (describe the change you expect to see in people or community).
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Theory of Change

We believe that food is a basic human right and that respect and compassion 

are essential to building relationships and supporting long-term wellbeing.

If we provide consistent access to nutritious food and treat everyone with 

dignity, then our community members will experience better health, lower 

stress, and stronger connections to support systems.

Your turn

How might you express your Theory of 
Change? 

We believe... (state your core assumptions or beliefs).

If we... (describe the work you do),

then... (describe the change you expect to see in people or community).

Logic Models
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Your turn

We do this activity… So that… So that… So that…

Logic model as a recipe

Ingredients & recipe Cooking Meal This is 
amazing!

So great to 
be together!

Experience

INPUTS ACTIVITY OUTPUT OUTCOME

1. Logic models

A logic model is a simplified representation that visually outlines cause-and-
effect thinking, showing relationships between inputs, activities, and 
outcomes. It provides a framework for your evaluation plan.

LOGIC MODEL

=

MODEL

+

LOGIC
A simplified representation 
that visually outlines cause-
and-effect thinking, showing 
relationships between inputs, 
activities, and outcomes.

A simplified, visual 
representation or 
framework

Cause-and-effect 
thinking 
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Logic model

Why a logic model? 

1 2 3

Clarify goals and 
purpose

Guide planning and 
decision-making

Measure and 
communicate 

impact

Key terms

• Funding
• Staff
• Materials

• Actions
• Tasks
• Events
• Services

• Number of 
participants 
served

• Number of X 
produced

• Immediate 
changes in 
knowledge, 
attitudes, or 
skills

• Changes 
that happen 
after the 
short-term

• Broader, 
lasting 
impacts or 
society 
changes that 
result over 
time

Inputs Activities Outputs

Short term 
outcomes

Long term 
outcomes

Intermediate 
outcomes

Outcomes
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How to create a logic model

If this happens….

…this will happen.
Resources Activities Outputs

Short-term 
outcomes

Intermediate 
outcomes

Long-term 
outcomes

Approach 1

Approach 2

Your turn Choose a program or project operating 
by your organization

Partners Logic Model Conversation

FOR YOUR PARTNER:

 One Strength – What works well?

 One Missing Piece – What element 
might make it better?

 One Question – What is one thing that 
you would be curious to know?
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Evaluation Plan

Evaluation plan 

How you will know you achieved 
what you intend to do and achieve

Your turn

Think about a specific program or need 
that you want to focus on as we think 
about an evaluation plan.
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Evaluation starts with a plan.

Logic model Purpose Questions Methods Interpretation Communication

Your Theory of 
Change helps 

surface 
questions.

Logic model Purpose Questions Methods Interpretation Communication

Purpose

Why are we 
doing this?

Process

Outcome

Improvement

Accountability

Learn

Prove

Determine reach (equity)

Funding (ROI)

Decision-making

Scalability

Another reason?

Your turn

What is one purpose you 
could imagine evaluating 
a program for?

Process

Outcome

Improvement

Accountability

Learn

Prove

Determine reach (equity)

Funding (ROI)

Decision-making

Scalability

Another reason?
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Questions

Process Outcomes

Logic model Purpose Questions Methods Interpretation Communication

Questions
Process Evaluation

1. Who participated in the 
program? Who declined to 
participate?

2. Did staff members receive 
adequate training and support 
to carry out the program?

3. What aspects of the program 
worked well and what could be 
improved?

Outcome Evaluation

1. What were the changes in awareness and knowledge 
among participants as a result of their participation?

2. How did their intentions/behaviors change since the 
program was implemented?

3. What changes in economic stability have resulted 
because of participation in the program?

4. Were there unintended outcomes because of 
employees' and employers' participation in the 
program?

Ways to see and 
document what 

exists

Community mapping
Observations

Field notes

Tools that build 
from individual 

experience

Journals/diaries
Photovoice
Storytelling

Group and 
individual 

discussions

Interviews
Focus groups

Standardized data 
at scale

Surveys
Questionnaires

Online polls
Feedback forms

Logic model Purpose Questions Methods Interpretation Communication
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Dashboard Reports Visualization

A visual tool that organizes and 
displays key indicators in one 
place.

High level data that help tells 
the story of your organization 
or program. 

Graphical representation of 
data to make complex concepts 
easier to understand and 
interpret

Logic model Purpose Questions Methods Interpretation Communication

Leaders

Board 
members

Staff

Volunteers

Logic model Purpose Questions Methods Interpretation Communication

Internal audiences External audiences

Funders

Donors

Grantmaker

Policymaker

Community 
members
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Your turn

What part of your 
evaluation plan would 
you like to spend more 
time with? 

Logic model (program 
description)

Purpose

Methods

Interpretation

Communication

What is one next step you plan to take? 

Nancy Bacon
nancy@nancybacon.com

Nonprofit Learning Center
www.nonprofitlearning.center

Evaluation Made Practical
Tools to tell your story and track your impact 
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