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Integrating Evaluation for Learning 
Throughout Your Program   



What process have you used to plan your 
program evaluation?

Consider: 
- How did you approach planning that evaluation? 
- What tools did you use? 
- Did you map it out? 
- Did you plan the evaluation while the program was being 

designed? Or after it was designed?



5000+ 
Registered in 

72 
countries

Interactive online and in-person content built on the National Postdoctoral 
Association competencies to support skill development throughout postdoc 

training, from orientation to the next career step. 

Available to postdocs nationwide

Developed by a team at 4 partner institutions: 

Funded by NIGMS 1R25GM121257

www.postdocacademy.org @PostdocAcademy

92% 
Respondents would 

share 
Postdoc Academy 
with a colleague



Evaluation is Asking Questions

What do you want (or need) to 
learn about your program?

Process

Has the program been 
implemented correctly?

Outcomes / Impact

Did participants achieve 
the learning objectives?

Efficiency

Does the program use 
resources efficiently? 



Activities
Short-Term 
Outcomes

Long-Term 
Outcomes

Planning for Evaluation 

Learning Objectives

Impacts



Activities

Attitudes

Behaviors
Short-Term 
Outcomes

Long-Term 
Outcomes

Focusing Evaluation using Theory of Change

Learning Objectives

Impacts

Knowledge



Develop skills that 
were identified as 
relevant to career 
goal

Peer review of 
career plan

Potential 
challenges in 
career search are 
normalized

Identify skills and 
experiences important to 
career goal

Continued professional 

development/career planning

Increased 

connectivity to 

community

Increased ability to 

overcome obstacles

Theory of Change for Career Plan

Compose a broad 
career objective

Identify SMART goals 
that support broad 
career objective

Map goals onto timeline

Describe and 

prioritize your goals 

for your postdoc and 

connect them to 

longer-term career 

goals or ideas

Module Learning 
Objective (one of 

several)



Making Meaning in Evaluation using Theory 
of Change

- Articulates how learning and behavioral change happen in a given 

program

- Forces us to identify intended outcomes and mechanisms, rather 

than just on activities

- Helps in prioritizing evaluation, especially when faced with many 

questions and limited resources

- Helps to identify interim outcomes, that can be measured in place 

of long term outcomes



Questions so far?



From Theory of Change to Evaluation Plan

Immediate 
Outcomes

Short-Term 
Outcomes

Long-Term 
Outcomes

Activities

Impacts

Post-Course 
Survey Items

6 month follow 
up Survey Items

Aspirational, 
more difficult to 
measure

Post-Module 
Survey Items



From Theory of Change to Evaluation Plan

Immediate 
Outcomes

Short-Term 
Outcomes

Long-Term 
Outcomes

Activities

Post-Course 
Survey Items

6 month follow 
up Survey Items

Post-Module 
Survey Items

Survey Item
% of respondents 

agreed

Survey Item
% of respondents 

agreed

Survey Item
% of respondents 

agreed



Compose a broad career 
objective Identify skills and experiences 

important to career goal*

Develop skills that 
were identified as 
relevant to career 
goal *

Continued professional 

development/career planningTheory of Change → Evaluation Plan
Describe and prioritize 

your goals for your 

postdoc and connect 

them to longer-term 

career goals or ideas

I intend to develop the skills and seek the 
experiences I have identified in order to reach 

my career goal.
86% Somewhat Agreed or Strongly Agreed

I have identified objectives that are 
relevant to my long-term career goal.
88% Somewhat Agreed or Strongly 

Agreed

As a result of this module, 
I have developed skills that 
I identified as relevant to 
my career goal. 
89% Somewhat Agreed or 
Strongly Agreed

This module helped me identify skills and 
experiences important to my career goal.

83% Somewhat Agreed or Strongly Agreed



Compose a broad career 
objective

Identify skills and experiences 
important to career goal*

Develop skills that were 
identified as relevant to 
career goal *

Continued professional 

development/career planning

Describe and prioritize 

your goals for your 

postdoc and connect 

them to longer-term 

career goals or ideas

I have identified objectives 
that are relevant to my 
long-term career goal.

This module helped me 
identify skills and experiences 
important to my career goal.

I intend to develop the skills 
and seek the experiences I 
have identified in order to 

reach my career goal.

As a result of this module, I 
have developed skills that I 
identified as relevant to my 

career goal. 



Did participants gain skills?



Follow Up
When should I 

study 
long-term 
outcomes?

Implementing your Evaluation Plan

betterevaluation.org

Initial Program Design

- Craft a Theory of Change
- Create an Evaluation Plan

Implementation

Is the program 
proceeding as 

expected?

Program 
Conclusion

Immediate 
outcomes - 
what will I 

learn about 
my program?

Program Timeline
How might I modify 

my Theory of 
Change?



Using Theory of Change in Existing Programs

Discover potential short-term 
outcomes

Identify short-term outcomes that 
may lead to long-term impacts 

Reevaluate if program components 
need to be adjusted to reach intended 

outcomes 

Test your existing 
Theory of Change 



How might Theory of Change be 
useful in your context?
Share what you plan to add to your process.
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Questions?

www.postdocacademy.org @PostdocAcademy



Chapman, S. A., et al. “A Strategy for Monitoring and Evaluating Massive Open Online Courses.” Evaluation and Program Planning, vol. 57, Aug. 2016, pp. 55–63.



Some Quick Highlights

90% 
would recommend the 

MOOC to a friend

89% 
were satisfied with 

the MOOC

8%
earned a certificate 

of completion

Our completion rate is 

2-4% 
above average

89% 
have made plans to 
transition into their 
community of practice

66% 
have changed how 
they think about their 
role as a postdoc

53% 
have discussed 

professional goals 
with their advisor

1274
enrolled



Evaluation Methods

Logic Model Theory of Change

Inputs Activities

Outcomes Impacts

Activities

Attitudes

Behaviors Outcomes

Impacts



Immediate Outcomes
Long-term 
Outcomes

Short-term 
Outcomes

Post-Course Survey 
Items

6 month follow 
up Survey 
Items

Aspirational, 
more difficult 
to measure

Module Activities

From Theory of Change to Evaluation Plan 

Post-Module Survey 
Items

Impacts



Long-term 
Outcomes

Short-term 
Outcomes

Survey Item
% of respondents 

agreed

Theory of Change → Evaluation

Impacts
Goals for Activities

Immediate Outcomes

Module Learning 
Objectives

Survey Item
% of respondents 

agreed

Survey Item
Not yet measured



Module 2: Building an Actionable Career Plan

Learn about different 
career planning tools

Compose a broad 
career objective

Identify tools that are most 
applicable

Identify skills and 
experiences important to 
career goal*

Identify SMART goals 
that support broad 
career objective

Map goals onto 
timeline

as a result of 
creating career 
plan, I have 
support/feedback 
that is 
different/meaning
ful compared to 
before**

Identify where they are 
in career exploration

Identify milestones

Implement 
Career plan**

Incorporate strategies 
into normal routine

Prepare for an 
informational interview

complete an 
informational interview*
How did it go?

Peer review of career 
plan

Identify obstacles to 
career planning

Strategize how to 
overcome obstacles

Practice strategies to 
overcome obstacles*

Use tools/resources  to 
Clarify career goals 

Potential 
challenges in 
career search are 
normalized*

Develop skills 
that were 
identified as 
relevant to career 
goal *

Use values skills and 
interests as compass

Align plans with 
expectations and priorities

Increased 
job/career  
satisfaction

Increased 
satisfaction with 
work-life 
balance

Continued 
professional 
development 
and career 
planning

Increased 
ability to 
overcome 
obstacles

Increased 
connectivity to 
community



I have identified objectives that 
are relevant to my long-term 

career goal.
88% agreed

Module 2: Building an Actionable Career Plan

Learn about different career 
planning tools

Compose a broad career 
objective

Identify tools that are most 
applicable

Identify skills and 
experiences important to 
career goal*

Identify SMART goals that 
support broad career objective

Identify where they are in 
career exploration

Prepare for an informational 
interview

complete an 
informational interview*
How did it go?

Peer review of career 
plan

Identify obstacles to career 
planning

Strategize how to overcome 
obstacles

Practice strategies to 
overcome obstacles*

Use tools/resources  to 
Clarify career goals 

Use values skills and interests 
as compass

Align plans with 
expectations and priorities

This module helped me identify skills 
important to my career goals.

83% agreed

This module helped me identify skills and 
experiences important to my career goal.

83% agreed

I intend to develop the skills and seek the 
experiences I have identified in order to 

reach my career goal.
86% agreed

I am more aware of career 
planning tools that are relevant 

to my interests.
95% agreed

I am better able to articulate my 
long-term career goal.

85% agreed

I plan to complete an 
informational interview

68% agreed

I am more aware of obstacles I 
may face in career planning.

81% agreed

I am more aware of strategies 
that may help me overcome 
career planning obstacles.

81% agreed

I have identified obstacles I am facing in 
my career path.

87% agreed

I intend to employ the strategies shared in 
the “Overcoming Obstacles on Your 

Pathway to Success” activity to overcome 
the career obstacles I am facing. 

87% agreed



As a a result of this module/the Postdoc 
Academy...



Evaluation Resources

• BetterEvaluation.org
• Formulating Key Evaluation Questions

• Chapman 2016

• NSF’s User-Friendly Handbook for Mixed Method Evaluations

https://www.betterevaluation.org/
https://www.betterevaluation.org/en/rainbow_framework/frame/specify_key_evaluation_questions
https://www.nsf.gov/publications/pub_summ.jsp?ods_key=nsf97153


Another example: ? resilience module


