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Being part of Well-being in the East has been a challenging and 
exciting journey, and we are now approaching the end of the 
portfolio. Our work has enabled thousands of people to access 
projects and services dedicated to improving the well-being and 
resilience of themselves and their family members all over the 
East of England, the North East and Lincolnshire. 

As the end approaches, we would like to focus your attention to 
the task of evaluating your project: an activity which is not only 
useful for gauging the success of your work, but also helps when 
applying for future funding to maintain your project. This guide 
will help you understand the aspects of an evaluation, how to go 
about carrying one out and what you can do with your findings.

The information in this guide will also link up with the work you 
may have completed at our summer Learning Network event, 
“Looking Ahead: Using monitoring and evaluation to ensure your 
project’s sustainability”. 

We hope that you have enjoyed playing your part within  
Well-being in the East, and thank you for your contribution to this 
fantastic experience. If you would like any assistance with your 
evaluation then please contact Rachel Jennings, Grant Contract 
Manager on rachel.jennings@enableeast.org.uk or call  
01206 287547.

Evaluation gives you a picture of how well your project has 
performed and provides answers to questions such as ‘what 
could we have done better?’, ‘what worked well and why?’ and 
‘what should we change in the future?’ 

Evaluation focuses on ‘how’ and ‘why’ projects work and 
involves an assessment or judgement of your project based 
on the information you collect about it. It concentrates on 
the ‘big picture’, highlighting the effectiveness, efficiency and 
acceptability of your project. When it comes to applying for 
future funding, an evaluation report can help you hone your 
offering as you have a good idea of what worked well and what 
didn’t and you can articulate what you are doing in a more 
focused way.

You will have been collecting monitoring data throughout your 
project’s lifetime through the quarterly reporting figures that you have 
sent in to us, and while this information helps you to see whether your 
aims and objectives are being met, evaluation helps you to understand 
‘why’ and ‘how’.

Methods with which to collect evaluation data may already be 
within your feedback forms or service user registration forms 
so you could already be in a strong position to start collating 
the evidence you require. Part of the evaluation process is to 
help service users understand the value of the evaluation, and 
how the information is going to be used in order to get them to 
participate in the process. 2



The thought of starting an evaluation may be 
quite daunting, but it can be a lot easier than you 
anticipate. The effort involved in the process is 
more than out-weighed by the ways in which the 
results can be used to assist your project in the 
future. Focus on achieving a useful, informative 
report that you can use to demonstrate to 
stakeholders what your project has delivered, 
and support any future applications for funding.

The following headings will give you an overview of what 
you need to consider when planning your evaluation.

Deciding on a ‘baseline’ (or 
starting point) helps you 
measure your progress 
over a set amount of time. 
Baselines tell you where you 
started from, and where you have got to. You will 
need to agree on some set indicators (see page 
6 for more information on indicators) which will 
help you show how much progress people are 
making in, for example, eating healthier food 
or increased confidence skills. Ideally, you will 
have collected one set of data from people when 
they started with your project, perhaps a set of 
questions on your registration form detailing 
where they feel they are in terms of emotional 
needs or physical problems (this is your baseline). 
You would then collect this information from 
them again at the end to show how much 
progress they have made: this is you measuring 
progress against your baseline.

The two main types of data that you will be 
collecting are termed as ‘qualitative’ and 
‘quantitative’. 

Qualitative:  This type of data focuses more on 
how people think and feel about things, using 
word-for-word quotes or transcripts such as case 
studies and quotes from feedback forms.

Quantitative: This type of data is all about 
numbers, or ‘hard’ data and the results that can 
be measured in a more scientific way. An example 
of this may be: ‘at the end of our project, 35% of 
participants stated that they are now eating at 
least 10 portions of fresh fruit and veg a week.”

You will need to think about what type of 
evaluation you want to use. There are a number 
to choose from and you will usually use a mixture 
of two or three to give a rounded view of your 
project’s achievements. Some methods you may 
wish to consider are:

Summative/Outcome evaluation: This looks at 
what happens as a result of the project taking 
place. It may also identify any unintended or 
unexpected outcomes or impacts (positive or 
negative). You can also look at the shorter or 
more immediate effects of the project on the 
service users, stakeholders and partners. This 
might include outcomes for service users such 
as improved health outcomes or improved soft 
outcomes like self confidence, social skills or self 
esteem. You need to include an assessment of 
whether the project can be said to have caused 
the outcomes or results.

Impact evaluation: This assesses the changes that 
can be attributed to your project, in other words 
how would outcomes such as participants’ well-
being have changed if the project had not taken 
place? It attempts to understand how much of 
the change is down to the project and how much 
would have happened anyway.

Process evaluation: This looks at ‘how did it 
go?’, focusing on the project’s implementation 
and how it operates. It describes what service it 
delivers, the functions it carries out and helps you 
learn lessons for next time. 
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You will probably want to find out what your project has achieved by looking at inputs, outputs, out-
comes and impacts. It is important to understand the differences between these.

Inputs are what go into your 
project - the money you spent 
and received, human resource 
costs and costs associated with 
any volunteers you may have had.  
As well as the grant money you 
received, you need to consider 
other types of funding such as does 
a local organisation allow you to 
use their facilities free of charge? 
Keep a record of the volunteer 
time that goes into your project 
and estimate the value of this time 
by multiplying it against an hourly 
rate (e.g. the average hourly rate 
in the UK is circa £13.60). What do 
you spend on recruiting, training, 
merchandise, publicity etc - keep a 
tally of all your costs.

Outputs include all the detailed activities, services and 
products your project produces. These could be support 
services, mentoring activities, advice giving, one-to-one 
support: anything your project does to achieve your 
outcomes. This is all about the numbers! For example, over 
18 months your project ran 20 football workshops which 
allowed engagement with 200 beneficiaries.

These are the results of what you do. They 
are the changes that you can attribute to your 
project activities and they can be unintended/
unexpected and can be both positive and 
negative. The data that you send to us in your 
quarterly reports will be about the outcomes 
set for your project so you can use these in 
your evaluation. For example:

  

  
 

  

This looks at the longer term effects of a project on the 
participants and local communities who were involved. They 
generally take longer to be achieved but are a good source 
of data to analyse as part of your end of project evaluation. 
Impacts might include reducing dependency on alcohol due 
to becoming a member of a regular sports club through 
the project, or gaining new employment as a result of the 
improved skills and confidence gained during the project. 

You can also look at ‘soft outcomes’. They are 
just as important as ‘hard’ data as they help 
give your evaluation a human element. If you 
have used feedback forms as part of your 
project you may be able to get some great 
quotes from these which describe how your 
project has helped someone and the impact 
it has had on their life.  They can be linked 
to personal development such as changes 
in attitudes, self confidence, motivation and 
communication skills. They can be difficult to 
measure but using a simple survey to assess 
the confidence of your participants before 
and after the project for example can be an 
effective method of collecting soft outcomes. 
Ask for responses to a question which they 
mark on a scale from ‘strongly agree’ to 
‘strongly disagree’ which will give you hard 
quantifiable information that you can report 
on.
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Every evaluation will look at something slightly differently so there is no set answer as to what your 
evaluation should cover. Below is a selection of things that you could cover in your evaluation: choose 
the ones that work for you and that represent the key aims of your project. Choose two or three to 
focus on and consider your target audience when making your choice e.g. if your evaluation report is 
targeted mainly at future funders or commissioners they will be most interested in how cost effective 
your project was and what impact it had on the local community. 

How did your project model work? What 
processes and policies did you use? How 
was it delivered and managed? What 
worked well or less well? What were the 
lessons learned?

What effect did your project have on 
those who participated? Were there 
any unintended outcomes, positive or 
negative? Did they become happier or 
develop increased well-being levels? How 
much of the change can be attributed to 
your project?

 

If you had volunteers involved in the 
delivery of your project then it’s worth 
looking at the effect it had on them. Did 
they develop skills due to volunteering 
such as increased self-confidence or 
administration skills they can use in future 
employment? 

 

How effectively were local stakeholders 
involved? (service users, local authorities, 
schools, Children’s Centres etc). What 
worked well or less well and what were 
the outcomes and impacts on them?

Who were your partners? Did you team 
up with local Children’s Centres to 
deliver your workshops for example? 
Did you work in conjunction with other 
Community Resilience Projects within the 
portfolio to help enhance your offering? 
What roles did your partners play and 
what were the benefits and impacts of 
partnership working?

Was your project cost effective and 
efficient? What added value did you 
provide? How much money did you spend 
compared with the outputs/outcomes 
your project achieved? You may wish to 
work out the cost per head of people 
accessing your project and demonstrate 
how this was an cost effective way of 
delivering health messages and/or skills 
to the local community. You could look at 
the Social Return on Investment (SROI) 
of your project although this is a very in-
depth analysis method.

 

Have you learnt any promising or effective practice 
that will improve your service and can be shared with 
others? Did you carry out regular ‘lessons learned’ 
sessions? Think about what can be learned from your 
experience so far and either repeated or tweaked for 
future use.5



What impact did your project have on 
your organisation as a whole, or on the 
local community, the neighbourhood, 
or the local area? Perhaps staff involved 
in the project have developed skills in 
IT or finance that can now be utilised in 
the wider organisation or your project 
has provided a local resource for young 
people that has reduced the number of 
patients seeing their GP for weight-related 
issues.

What aspects of your project could 
be sustained after the lottery funding 
comes to an end? How will you sustain 
it? Have other funding opportunities 
become apparent due to your success or 
partnership working? Are local authorities 
looking to fund your project in schools or 
colleges? Think about what has worked 
well so far and how this can be continued 
in the future.

Measuring health and well-being outcomes and impacts will be relevant to your project, however measuring 
impact can be challenging.  Using indicators can be a good way of demonstrating an outcome or impact has 
occurred and can then be used to measure the success of your project. Here are a few examples of indicators 
you could use to help measure your project’s impact.

 

Indicators could be...

✓The number of people reporting 
an improvement in their well-being

✓The number of people who 
accessed the service

Indicators could be...

✓The number of new 
partnerships formed

✓A review of sectors that 
stakeholders come from

 

Indicators could be...

✓The number of new 
partnerships formed

✓The number of beneficiaries 
that were referred from partner 
agencies/organisations

 

Indicators could be...

✓To carry out a calculation of the 
cost per beneficiary e.g. to take the 
total value of the grant and divide by 
the number of beneficiaries reached

✓To compare the costs of 
the project/service against other 
comparable services
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6.collecting data
 

Now you’ve decided what you are going to 
evaluate and how you are going to measure it, the 
next thing to think about is who you are going to 
consult in order to collect the data you require. 
This part of the guide will help you decide who you 
need to speak to and how you will involve them in 
your evaluation.

Generally, your evaluation is likely to include:

• Participants of your project, including the local 
communities you are working in and your 
target groups

• Volunteers, to collect their views on what 
is working well and less well and what the 
outcomes have been for them

• Partners, such as Children’s Centres, local 
authorities or schools

• Stakeholders, including local, regional or 
national statutory or non statutory services, 
experts or other organisations you have 
worked closely with. Stakeholders can be 
anyone with a vested interest in your project

• Staff, including internal stakeholders such as a 
management committee or steering group

There are a number of ways in which you can collect 
the data you need. Below are some examples of 
methods you can choose and remember that you can 
use more than one method. 

You can use the monitoring forms you’ve used in 
your project to collect quantitative data. These can 
also be a great source of ‘soft outcomes’ in terms 
of comments people have written about their 
experience of the project. Have a look through and 
pick out some comments that help demonstrate 
how your project has helped people develop skills 
or improve their well-being (depending on what 
your indicators are).

You can also use feedback forms if people 
completed one at the start of their involvement 
with your project and again at the end as these 
can demonstrate how people have progressed. 
For example, you can work out the percentage of 
people who feel they have greater self-confidence 
thanks to your project, or those who now do three 
sessions of physical activity a week. 

To find out about a group of peoples’ experience 
of your project you can hold a focus group. These 
aim to encourage people to express their views, 
listen to others and reflect on their first thoughts. 
People tend to bounce ideas off one another and 
focus groups can be a good way to involve project 
service users. 

The ideal number in a focus group is up to eight 
people. You should hold it in a quiet, comfortable 
and accessible room with the furniture arranged 
so that everyone can see each other. You will 
need someone to facilitate the focus group (to 
ask the questions, and listen and interact with 
what people say). You could record the discussion 
or take notes, ensuring that you ask people’s 
permission to do so. 

Surveys or questionnaires are a good way to collect 
quantitative data to put into your evaluation. Surveys 
use numbers and words, sometimes linked to a scaled 
response (1= excellent, 2= very good etc) or as part of 
structured questions (how did you find out about the 
project - local paper/referral/friend/poster/other?)

Surveys can help you demonstrate how much 
things have improved as a result of your project; 
to do this you could include ‘before’ and 
‘after’ questions. Surveys can be carried out by 
telephone, through the post, email or face-to-
face. When designing your survey consider the 
following points:
• Keep it short or people will get bored and the 

quality of the information will suffer
• Only ask relevant questions and ensure all the 

information will definitely be used
• Give clear instructions about how to complete 

the questionnaire
• Use simple language so everyone understands 

what is being asked
• Always consider the abilities and interests of 

the group who are going to complete it
• Record all the responses you receive and make 

sure you ask the same things to everyone, 
otherwise the results will not be comparable

• Try to collect background information (age 
bracket, gender and ethnicity) so the different 
responses can be analysed separately
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To accompany your data collection and analysis, 
you could also review what secondary sources 
you can use in your evaluation. This may help to 
contextualise your findings, or compare them with 
findings from similar studies or previous research. 

Findings of previous evaluations, academic 
research and studies commissioned by peer 
organisations can help you to improve the way 
you deliver your project by building on what has 
proved successful in the past. You can find this sort 
of information by doing an internet search.

Socio-economic data on your target groups 
can also be useful when tracking your project’s 
success. Find out about population, employment, 
qualifications and skills statistics in your area 
and then compare them with the results of your 
project. How has the work you’ve done had an 
impact on these statistics in your local community?  
All this information can help people understand 
how you have met needs within the context 
of your local area. You may have a lot of this 
information on the feedback forms you’ve asked 
people to fill in.

Using the internet to collect data
Using the internet can be a useful, cost-effective 
way to collect data, particularly if service users are 
spread over a wide area. Consider the following 
ideas:

• Use an online survey: websites such as Survey 
Monkey offer a free service to develop and 
disseminate a survey to users and helps collate 
and analyse responses

• Set up a Facebook group or online forum to 
let service users discuss the project online and 
give feedback

• Create a blog to share news or views about 
your project or evaluation

• Use web based polls or votes to gather 
feedback on specific issues

• E-newsletters can be a good way of delivering 
news and stories about your project and 
encourages engagement with the evaluation 
process

The next step is to do something with the data 
that you have collected so you can use the results 
to form the basis of your evaluation report. You 
need to make sense of the information you have 
collected and use it to help you answer questions 
about your project such as:

• Did your project achieve its aims and help 
people in the way you intended?

• Did your project run as planned and what 
worked well and what not so well?

• What have you learnt from the evaluation? 
What could you improve for the future?

For numerical data you can use Microsoft Excel to 
help you add up the responses to your surveys or 
data collected from feedback/registration forms. 
You can create tables to calculate totals, averages 
and percentages. Once you have created a table 
for the results you can add to this table each 
time you obtain new data to ensure you capture 
everything.

You can produce:

• Descriptive statistics such as charts and tables 
to illustrate the main characteristics of the data 
you have collected

• Frequencies such as for participation by target 
group or demographics

• Percentages such as the number of people 
who have recorded certain results from your 
project

• Totals such as the total number of people 
who have taken part in your project, or the 
total number of people who accessed your 
project through a partnership agency such as a 
Children’s Centre

Contact us for more information or advice on the 
type of data analysis you can obtain through a 
spreadsheet.

To analyse information you have gained through 
interviews or focus groups you need to highlight 
the main themes of people’s responses and 
identify any common thoughts or feelings.

Look for similarities and differences in 
respondent’s answers. Look at whether the 
findings differ by aspects such as the age and 
gender of respondents. Look at how people’s 
feelings, attitudes and confidence have improved 
or changed over time by comparing responses 
collected at the beginning of the project and at the 
end. You can use real life quotes to help bring the 
data to life and add interest and detail to reports.
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This is your chance to tell your project’s story. Use all the information you have collected to help you 
paint a detailed picture and evidence the claims you are making. You are putting all the pieces of the 
jigsaw together so that the reader can see the bigger picture of your project and how it has helped your 
local community.

You may need to produce slightly different reports to suit different target audiences. A more in-depth, 
detailed report would suit future funders, however volunteers or service users may prefer a shorter, 
more summarised version or even just a poster highlighting your main findings.

You will be required to complete an end of project evaluation form for the Well-being in the East 
portfolio and you may wish to include elements of this in your wider evaluation report.

For a full report, below is a suggested structure which you could follow:

Try to make sure your report’s front cover looks 
neat and professional - this is the first thing readers 
will see. It should include the title and location of 
your project and the date of the report.

Outline your main findings and recommendations 
in a brief (1-3 page) overview. Be sure it is as clear 
and complete as possible and describe:
• a brief overview of your project (2-3 sentences)
• what was evaluated
• why the evaluation was carried out
• major findings and recommendations/lessons 

learned
• decisions that have been, or need to be made, 

based on the evaluation results

Assume readers know nothing about your project. 
With that in mind, include:
• how your project originated
• aims and objectives of your project
• the target audience/s
• project activities and services
• materials used and produced by the project
• staff involved (including volunteers)

This is where you present your findings. Use the 
data you collected to back up your results in the 
following ways:
• include all of the data collected during the 

evaluation: analysed, recorded and organised 
so that it is easily understood (use charts, table 
and graphs as appropriate)

• excerpts from interviews/focus groups
• quotes from feedback or registration forms
• survey results
• anecdotal evidence (from online forum 

discussions, informal chats with participants etc)

Give your results meaning and place them in the 
context of your overall project. These are some 
questions this section might answer:
• how are you sure that your project caused these 

results?
• were there any other factors that could have 

contributed to the results?
• if your project did not exist, how may the results differ?
• based on these results, what are the strengths and 

weaknesses of your project?

Taking all that you have discovered into account, 
what are your recommendations for the future and 
how well do you think your project has performed 
against what you initially set out to achieve? Take 
the time to think through what you are going to 
say: the conclusion is a very important part of the 
report! Include:
• major conclusions based on the evaluation 

results
• recommendations for future project activities
• things about the evaluation that did and did not 

work well
Explain why you conducted the evaluation and what 
you hoped to learn from it. Mention what type of 
evaluation methods you used and why, the type of 
data collected, and methods used to collect it.
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Having produced your report, you now need to 
consider how you are going to share it with your 
target audiences. Developing a dissemination plan 
can help focus your activities and ensure that you 
reach your audiences through the most effective 
channels.

There are a range of methods you can use to 
disseminate your report. Consider who you want 
to target and then pick the ones that will help you 
reach your audience most effectively. You could 
use:

• Include in your Annual Report: this will be 
read by all your main stakeholders as well as 
people who are interested in the work of local 
organisations. You may also send your Annual 
Report to commissioners or grant allocators 
when looking for future funding

• Website: upload the report onto your website 
so anyone visiting the site can download a copy

• Send to supporters: Print out a number of 
copies and send them to your key partners/
supporters

• Newspaper articles: you may be able to secure 
an editorial in your local paper which details 
your project and covers the main findings of 
your evaluation report

• Email: email the report out to your contact list
• Newsletter: include a link to the report in your 

electronic newsletter, or include a piece about 
it in paper-based newsletters with details of 
how people can access it on line, or request a 
paper copy to be sent to them

• Posters: you could develop a poster that covers 
the main findings of your report and display 
it at your office and local venues where your 
target audiences visit

You should bear in mind a range of policies and technical 
issues when carrying out any form of evaluation or 
research methods such as: data protection; ethical 
issues; informed consent; confidentiality.

You will often be collecting sensitive data about 
service users or volunteers and that means you 
must make sure you comply with data protection 
regulations. Put simply, this means only collecting 
the data you need and ensuring it is kept securely 
and accurately in line with data protection laws.

Check with your local public health department 
whether you need to obtain ethical approval for 
any research you may be carrying out.

You may also need to consider the following when 
carrying out your evaluation:

• Voluntary participation: participation in an 
evaluation should never be compulsory

• Informed consent: you need to explain clearly the 
purpose of the evaluation so people can make an 
informed choice about whether to take part

• Interviews: anyone planning to interview 
children or vulnerable adults, whether 
singularly or in a focus group must have a clear, 
up to date Criminal Record Check

• Parental consent: must be obtained to 
interview children under the age of 18

• Confidentiality: maintaining confidentiality 
improves levels of participation and the quality 
and honesty of answers, while protecting 
people’s privacy

• Permission: always seek permission before 
using quotes or photographs in your report
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If you have any questions about writing your evaluation report then feel 
free to contact us and we can help you.

Enable East 
The Laurels 
Severalls 
Hospital 
2 Boxted Road 
Colchester 
Essex 
CO4 5HG

e: beverley.fox@enableeast.org.uk 
w: enableeast.org.uk/well-being-in-the-east

t: 01206 287586


