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•  Prepare the Meeting Planner graphic organizer with your agenda, 
logistics, goals, and ground rules clearly marked. Provide post-it notes 
and voting dots.

•  Post the completed Meeting Planner graphic organizer, the blank  
Pre-Planning for Evaluation graphic organizer, and the For Later 
Discussion graphic organizer so that they are visible by all participants.

Brighter Strategies
Better process Brighter results

PURPOSE:  To ensure that your organization is ready to begin a 
Program Evaluation process. 

BENEFITS: A thorough pre-planning focuses your Program Evaluation 
to maximize time and money investment.

PREPARE  

•  Determine the agenda and distribute at least 3 days in advance. If 
you ask for feedback on the agenda be sure to leave time for changes.

•  You may conduct a formal or informal survey of your staff prior to the 
meeting to answer the questions in the “People” category. Your staff 
or division managers can simply ask the questions or have a written 
questionnaire. Bring data to the meeting for discussion.

•  Plan how you will address each category on the chart. If you have a 
group of ten or less you may want to have whole group discussion. If 
there are more than ten plan to break them into rounds  
for discussion.

TIME TO COMPLETE: 30 minutes – 1 HourPre-Planning for Evaluation

BRIGHT IDEA 
Be sure to include staff members that can address 
each of the categories so that your pre-planning will 
be accurate. Also include key leaders to invest their 
knowledge from the beginning of the process and 
encourage support.
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People 
•  Staff can articulate the purpose of 

the program and the program’s 
activities –are they fully informed, 
engaged, and aware?

•  Staff can articulate the results or 
outcomes the program has on the 
clients - does their performance and 
innovation reflect this knowledge?

•  Client-based data is collected –do we 
use data or anecdotal evidence?

Performance 

•  Data collected is used in making 
decisions and managing the 
program - data sitting on a shelf or 
on a spreadsheet isn’t helpful, its just 
clutter. How do we use hard data?

YOUR GRAPHIC ORGANIZER CONSISTS OF THE FOLLOWING ELEMENTS:
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See page 4 for large example of Pre-Planning for Evaluation

Planning   

•  Quality of your program planning/
design –— are you really providing 
what you think you are and how much 
time to you plan prior to creating or 
updating programs?

•  Reliability of non-staff resources such 
as funding, equipment, buildings, etc. 
– can we sustain these fundamental 
needs?

•  Commitment and longevity of your 
staff –— how is employee morale, 
innovation, and autonomy?

Process 

•  Program seeks to emulate/benchmark itself against best-in-class business practices  — 
do you have any benchmarks to measure?  Are you sure your practices are best-in-class? 
Does your program meet standards for service and delivery?

•  Staff training is a priority in the program — do we have leadership buy-in? How much 
time is actually spent learning? What is the effect on our staff and output?

•  Continuous quality improvement is integral to the culture of your program — this journey 
is more important than the destination. Is your goal to improve?
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FACILITATE

•  Review elements of the Meeting Planner graphic organizer with 
participants. Continually refer back to the agenda throughout the 
meeting to keep discussion centered on the stated purpose and 
specified agenda items. 

•  Point out the For Later Discussion graphic organizer so that 
participants anticipate a solution if they don’t have an opportunity to 
air their ideas or concerns.

•  Share the vision of this meeting — your overarching goals and 
desired outcomes. These will vary in detail and specifics, but should 
drive discussion and solutions.

• Facilitate the discussion so that everyone participates. 

•  Have participants place voting dots on the 1 – 5 ranking scale to 
visually address each area and their corresponding elements. 

•  If you have broken the group into teams, allow time for each team to 
present their rankings and for the group to discuss.

• Use your scores to determine how ready you are to begin evaluation. 

•  If you determine that you are not ready to begin a full evaluation 
process (i.e. if your score is less than 65%), address those areas of 
need with ideas for remediation or by assigning a group to tackle the 
task and report back.

•  If you are ready to begin, announce the next phase of the evaluation 
process — Launch Your Evaluation and determining which evaluation 
method you will use.

•  Conclude the meeting by summarizing the discussion, decisions 
made, tasks delegated, deadlines, and any action required by 
participants. Depending on the time available, either address For 
Further Discussion items or place them on the agenda for the next 
meeting. Include in the summary any review plans for follow-up or the 
need to schedule any succeeding meetings. It is far easier to schedule 
the next meeting while everyone is at the table then it is to wait and 
contact each participant individually. 

BRIGHT IDEAS

•  Control dominating individuals — Make sure 
each individual has a fair chance of expressing 
ideas and opinions. Do not let one person 
dominate the discussion.

•  Ensure that quiet participants are expressing their 
ideas and opinions. You may need to directly call on 
the quiet member and ask them for their opinion or 
for any ideas they would like to share. Remind them 
that silence is agreement (a suggested ground rule) 
and that each has a responsibility for the outcome.

•  If participants are not happy with group outcome 
remind them they can air their concerns with the For 
Further Discussion items and be sure to place that 
discussion in the next meeting’s agenda.
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