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Insight to Action: How Recommended Evaluation 
Strategies Fuel Program Transformation Among 

COSSUP Grantees  

Communities nationwide are grappling with a substance use crisis involving opioids, stimulants, and other illicit 
drugs. The Bureau of Justice Assistance's Comprehensive Opioid, Stimulant, and Substance Use Program (COSSUP) 
provides �inancial and technical assistance to states, local governments, and tribal nations to develop, implement, 
and expand comprehensive responses to this crisis. A cornerstone of COSSUP is its emphasis on partnership and 
collaboration across public health, behavioral health, and public safety sectors. Because COSSUP-funded initiatives 
often involve multiple partners and diverse strategies, evaluation plays a critical role in strengthening program 
sustainability, improving coordination, and demonstrating impact. 

This tool provides six recommended evaluation strategies featuring real-world examples from COSSUP grantees. 
While developed by COSSUP-funded programs, these strategies are applicable to any substance use disorder 
initiative. Whether you're a COSSUP grantee looking to enhance your evaluation approach or a practitioner from 
another program seeking practical guidance, you'll �ind actionable strategies you can adapt to your unique context. 

Recommended Evaluation Strategies Used by COSSUP Grantees  
The six recommended evaluation strategies are based on practices COSSUP grantees are using in the �ield. Grantees 
can use these strategies to enhance their own programs and drive meaningful change. 

1. Build your team’s research skills to promote sustainability.  

2. Use and regularly update a program logic model.  

3. Leverage all available data sources.  

4. Consider unintended outcomes of your work that you may want to measure.   

5. Pivot when the initial evaluation approach doesn’t yield the expected outcomes.  

6. Ensure that the evaluation �indings are grounded in real-world experience. 

1. Build your team’s research skills to promote sustainability.  

Basic research skills that can support program sustainability include 
data collection (e.g., taking attendance, systematically logging 
referrals, inputting data from intake assessments), data analysis 
(e.g., summarizing performance measures for your biannual 
reports), and interpretation of patterns in data. You may already 
have people with these skills, even if they do not consider 
themselves researchers. Everyone on your team does not need to be 
a research expert, but it helps if you have more than one person who 
can do these tasks in case someone leaves the organization. To build 

Quick Start: Build Research Skills 
1. Identify team members to develop 

research skills 
2. Provide training and professional 

development 
3. Incorporate skills into regular workflows 

Learn More: Tipsheet 
 Program Sustainability and the Role of Data 

https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/program-sustainability-and-the-role-of-data.pdf
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your team’s research bench, �irst identify a few team members you can train. If there is no one on your team to train 
others in these skills, reach out to your training and technical assistance providers for help. Grantees have found 
success by supporting select team members in attending evaluation-related trainings, attending informal learning 
sessions, and talking with peer agencies to learn from them. Over time, some grantees have co-developed, with 
outside partners, tools like surveys or dashboards, but these efforts were often built incrementally and tailored to 
their team’s capacity. Embedding evaluation skills into routine work�lows (e.g., preparing performance 
measurement data) and offering responsive support helps foster a culture of learning and continuous 
improvement, without overwhelming staff or requiring large-scale changes all at once. 

 
2. Use and regularly update a program logic model.  

A logic model (a visual tool showing how your program’s resources and activities lead to results) maps out how and 
why your program achieves its goals. It is important to create a 
logic model before starting an evaluation, because the logic 
model is the roadmap for evaluation planning and performance 
measurement. That does not mean that you cannot make 
updates to the logic model after you start an evaluation. In fact, 
many COSSUP grantees have found value in making targeted 
updates to the logic model to re�lect changes to their program 
such as staf�ing changes or adjustments in service delivery. 
Grantees have also used logic models to communicate program goals to funders and partners and identify gaps in 
service delivery. Documenting program changes in the logic model can help ensure that your evaluation remains 
grounded in the realities of implementation without compromising the integrity of the original evaluation plan.  

 
3. Leverage all available data.  

Integrating and streamlining data collection helps reduce burden and improve the usefulness of data. Grantees can 
start by reviewing the data they already collect and identifying opportunities to reduce duplication across 
systems—such as intakes, attendance, referrals, and outcomes. 
Small steps like mapping where data live, using shared platforms 
when available, or creating simple tools and codebooks to support 
consistent documentation can make a big difference. Some 
grantees have found success by focusing on one or two priority 
areas �irst, then gradually building toward more centralized or 
automated systems. These efforts support more ef�icient 
work�lows and help teams use data to inform decisions.  

 
 
 

Quick Start: Logic Model 
1. Develop a program logic model 
2. Update the logic model to reflect changes 

to program implementation 
3. Adjust the evaluation as needed based on 

changes to the logic model 

Learn More: 
Tipsheet Logic Model Tip Sheet and Template 

Quick Start: Data 
1. List all sources of program data 
2. Create codebooks for each data source 
3. Eliminate duplicate data collection where 

possible 

Learn More: Tipsheet 
 Using Data for Continuous Quality Improvement 

https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/abt_logic_model_template_and_tip_sheet_final-(2)-4.pdf
https://www.abtglobal.com/sites/default/files/files/Projects/PDFs/2025/using-data-for-cqi-tipsheet.pdf
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4. Consider unintended outcomes of your work that you may want to measure.   

It is important to look beyond your intended goals and examine 
the broader potential impacts of your program. Grantees 
should consider and re�lect on potential unintended positive 
and negative outcomes throughout the full course of program 
implementation—not just when they are doing an evaluation. 
This includes capturing bene�its such as improved interagency 
collaboration or increased community trust, as well as identifying unintended harms like increased staff workload 
or participant stigmatization. Qualitative methods such as interviews and focus groups are particularly useful for 
surfacing these insights. By acknowledging and learning from unintended outcomes, grantees can re�ine program 
design and improve equity and responsiveness. 

 
5. Pivot when the initial evaluation approach doesn’t yield the expected outcomes.  

It is normal to start out an evaluation with one plan in mind and then realize things will not work out how you 
planned. For example, maybe you wanted to look at criminal justice outcomes, but the data from your partners did 
not include the measure you wanted, or maybe you did not enroll 
enough new participants to support the analysis you originally 
wanted to do. If your original plan does not work out, then it is time 
to pivot. This may involve revisiting evaluation questions, adjusting 
methods (e.g., shifting from quantitative to mixed methods (combining numbers with interviews), or engaging 
stakeholders to co-interpret �indings and co-design alternative strategies. Flexibility helps keep evaluations 
relevant and useful under changing circumstances, without compromising rigor or transparency. COSSUP grantees 
are using adaptive approaches such as rapid-cycle evaluation1 and developmental evaluation frameworks2, to 
support continuous learning and real-time improvement grounded in program realities. 

 
6. Ensure that the evaluation �indings are grounded in real-world experience. 

Evaluation �indings will have the most impact if they are actionable 
and resonate with those implementing the work. Grantees who are 
working with outside evaluators should discuss early in the 
partnership how to describe �indings in a way that makes sense for 
their team and their partners. Features like infographics and case 
studies can also help bring key �indings to life. Many grantees have 
elevated practitioner voices by embedding them in evaluation teams, 

 
1 Rapid-Cycle Evaluation (RCE) is a framework designed to quickly test and re�ine interventions or program components in real-world 
settings. RCE emphasizes short feedback loops, iterative learning, and timely decision-making, allowing stakeholders to make data-informed 
adjustments during implementation rather than waiting for long-term outcomes. 
2 Developmental Evaluation (DE) is an approach used to support the development and adaptation of innovative or complex interventions in 
dynamic environments. DE focuses on real-time feedback, learning, and co-creation with stakeholders, helping programs evolve in response 
to emerging needs, contexts, and insights. It is particularly useful in situations where traditional evaluation methods may be too rigid or slow. 

Quick Start: Unintended Outcomes 
1. Ask program staff to continuously identify 

unintended outcomes 
2. Use qualitative data collection to learn from 

participants and others about unintended 
outcomes 

3. Refine program design  

Quick Start: Pivot Evaluation Approach 
1. Identify barriers to evaluation  
2. Talk with the evaluator and other 

stakeholders about adjusting the approach 

Quick Start: Ground Findings 
1. Embed program team members in the 

evaluation process 
2. Provide findings in formats that are easy 

to understand 
3. Engage the program team in sharing 

findings 
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using participatory methods, and creating feedback loops that inform day-to-day decision-making. These 
approaches engage practitioners early on, rather than waiting until evaluation �indings have been produced. When 
it is time to share �indings, it is helpful to engage the program team; this can be done through community forums or 
co-authored reports. Prioritizing the usefulness of evaluation �indings ensures that recommendations are feasible 
and aligned with practitioner priorities.  

 

Where Should I Start?  
These evaluation strategies are designed to help transform your program whether that means improving 
sustainability, strengthening partnerships, re�ining service delivery, or demonstrating impact. You don’t need to 
implement all six at once.  

1. Build a foundation. 

Most programs bene�it from starting with Strategies 1 and 2 together. Identify staff champions and schedule 
regular data conversations to begin building your team's research skills (Strategy 1). Building internal capacity 
supports long-term sustainability and reduces dependence on external evaluators. As you build these skills, 
develop a logic model for your program (Strategy 2) to identify service delivery gaps, communicate with funders 
and partners, and ensure your evaluation stays aligned with program realities. These foundational strategies 
reinforce each other and can be built incrementally as your program evolves. 

2. Address speci�ic program challenges. 

Choose additional strategies based on your current needs:  

• Need to demonstrate sustainability to funders or plan for post-grant continuation? Strategy 1 (Build skills) 
• Overwhelmed by data collection or struggling with multi-partner coordination? Strategy 3 (Leverage data) 
• Concerned about or discovering unexpected program impacts? Strategy 4 (Consider unintended outcomes) 
• Program has changed signi�icantly, or evaluation isn’t yielding useful insights? Strategy 5 (Pivot your 

approach) 
• Evaluation feels disconnected from daily operations or need better staff buy-in? Strategy 6 (Ground 

�indings) 

The three COSSUP grantees examples that follow show how programs have used these recommended strategies in 
their evaluations. Each example demonstrates how thoughtful design, adaptive implementation, and collaborative 
evaluation can strengthen program outcomes and sustainability. As you read the examples that follow, consider 
which strategies might address your program’s challenges and refer back to the Quick Start guidance for 
immediate �irst steps.  
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Strong Practices from COSSUP Grantees 

1. Example 1: Hamilton County Public Health COSSUP Program – Next of Kin Interviews 
and Greater Cincinnati Behavioral Health Services Pilot Evaluation 

Recommended Evaluation Strategies Used 
• Build your team’s research skills to promote sustainability 
• Use and regularly update a program logic model 

Since 2023, Hamilton County Public Health (HCPH) has focused on the complex nature of the opioid overdose 
epidemic, funding a comprehensive public health approach that involves supporting recipients in obtaining high-
quality, more timely data on overdose morbidity and mortality. The data, including data collected from next of kin 
interviews for relatives and loved ones who died from overdose, are then used to better focus prevention and 
response efforts. Through its work on next of kin interviews and the Greater Cincinnati Behavioral Health Services 
(GCBHS) pilot program, HCPH has strengthened its evaluation infrastructure and responsiveness to community 
needs. 

First, HCPH made substantial efforts to build their team’s capacity to conduct and analyze qualitative interviews 
with the next of kin of overdose decedents. This initiative was critical for improving the quality of qualitative data 
collected from families affected by substance use disorders. The evaluation team from Ohio University’s Voinovich 
School collaborated closely with HCPH staff to co-develop interview scripts, establish best practices for conducting 
interviews, and provide training on qualitative data collection and analysis methodologies. 

Second, HCPH’s use and continuous re�inement of a logic model throughout the GCBHS pilot program has been 
essential for ensuring that the initiative remains aligned with its goals and is responsive to the evolving needs of 
the community. The GCBHS logic model served to visually represent the program’s components, illustrating the 
relationships between resources, activities, outputs, and outcomes. By revisiting and updating the model as needed, 
stakeholders have been able to identify areas for improvement, assess the effectiveness of strategies, and make 
informed decisions about future directions. This iterative process enhances accountability and fosters a culture of 
continuous learning and adaptation—an essential practice in the dynamic landscape of public health interventions. 
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Why This Works 

Recommended Strategy How It Was Exemplified 

Build your team’s research 
capacity to promote 
sustainability 

Building capacity for next of kin interviews: 

• Trained HCPH personnel to independently carry out next of kin interviews. 
• Strengthened the Overdose Fatality Review committee’s ability to make 

informed decisions.  
• Built infrastructure for grief support and resources, essential for engaging 

next of kin and ensuring their participation in the interview process.  

Building capacity for qualitative data analysis (AQUATIC protocol):  

• Used the Accelerated Qualitative Understanding & Analysis Through 
Intelligent Computing (AQUATIC) protocol (see Figure 1), which uses 
artificial intelligence to identify themes, greatly reducing the time and 
expertise required for qualitative data analysis.  

• Ohio University evaluation team provided HCPH staff with hands-on 
practice using ATLAS.ti, a qualitative analysis software, and the integrated 
artificial intelligence tools.  

• Improved the efficiency and quality of qualitative research and established 
a sustainable framework for ongoing data analysis and public health 
intervention planning. 

Use and regularly update a 
program logic model  

Updates made throughout the pilot period: 

• Staffing changes: Unexpected staff turnover necessitated a reevaluation of 
roles and responsibilities.  

• Service delivery changes: Updated activities based on revised staff roles 
and responsibilities to allow the team to maintain service continuity. 

• Community engagement: Updated activities related to outreach to allow 
the team to focus on meeting the needs of individuals experiencing 
homelessness and housing instability. 

Used the logic model as a communication tool:  

• Shared with funders, community partners, and program staff. 
• As the GCBHS pilot program enters its second year, they will continue to 

refine the logic model to track progress, identify challenges, and ensure that 
the program continues to effectively address substance use and mental 
health. 

Learn more about the Evaluation of Hamilton County’s COSSUP Grant 

https://www.ohio.edu/voinovich-school/research-impact/evaluation-analytics/assessment-planning-evaluation-group
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Figure 1. The AQUATIC protocol. 

 

Source: Belkin, S.; White, J.; Burke, C.G.; Cepek, E. (2025). Building Sustainable Local-Level Capacity for Qualitative Data Analysis Using AI. 
American Evaluation Association ‘Evaluation 25’ Conference. 

2. Example 2: Madison Area Recovery Initiative - University of Wisconsin Population 
Health Institute Partner-Driven Data Collection That Fits MARI’s Work�low 

Recommended Evaluation Strategies Used 
• Leverage all available data sources  
• Ensure that the evaluation �indings are grounded in real-world experience 

The Madison Area Recovery Initiative (MARI) includes multiple implementation partners, each playing a role in 
providing services and support across the initiative’s programs. Each partner operates with different data systems, 
infrastructure, and capacity for data collection. Early in the process, partners shared information about their 
existing systems and needs, which were carefully reviewed and incorporated into the design of MARI’s data 
collection practices. 
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This collaborative process led to the development of a segmented, multipoint data collection system. Each partner 
collects and documents data related to their speci�ic activities in a way that integrates into their existing work�lows, 
minimizing duplication and reducing burden. This approach ensures that partners access only the data they have 
authorized access to, no single partner is responsible for all documentation, and duplication across partners is 
avoided. All partners share their data monthly with an evaluation/research partner for merging, analysis, and 
quality monitoring. A minimal set of identifying information is collected to allow for accurate matching of 
individuals across systems. 

 
Source: Goodrich, J., & Taber, E. (2025). Madison Area Recovery Initiative (MARI) COSSAP 2019 Grant Final Evaluation Report (Grant 
No. 2019-AR-BX-K032). City of Madison Police Department; supported by the Bureau of Justice Assistance. 

Building Evaluation Tools Around What Partners Actually Need 

MARI’s data-related content was developed using national models, funder reporting requirements, and the input of 
partner agencies, community stakeholders, and other interested parties. As protocols were being designed, each 
partner contributed information about the data they already collected, gaps they faced, and data they hoped to 
collect to support sustainability and stakeholder reporting. This input was used to create a �lexible protocol that 
was re�ined collaboratively to meet the needs of all partners. 

As MARI evolved, its data systems were adapted to re�lect changing conditions. For example, the MARI Resource 
Team conducts �ield-based outreach and overdose prevention activities, so the data collection system was modi�ied 
to allow for tablet-based entry in the �ield. This ensured that data collection remained timely, accurate, and 
embedded in daily practice. Partners also helped shape the reporting process, receiving monthly updates and semi-
annual comprehensive reports tailored to their operational priorities. Examples of MARI monthly reports are in 
Figures 2 and 3, below.  
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Figure 2. Example MARI monthly report. 

 

Source: Goodrich, J., & Taber, E. (2025). Madison Area Recovery Initiative (MARI) COSSAP 2019 Grant Final Evaluation Report (Grant 
No. 2019-AR-BX-K032). City of Madison Police Department; supported by the Bureau of Justice Assistance. 
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Figure 3. Example MARI monthly report. 

 

Source: Goodrich, J., & Taber, E. (2025). Madison Area Recovery Initiative (MARI) COSSAP 2019 Grant Final Evaluation Report (Grant 
No. 2019-AR-BX-K032). City of Madison Police Department; supported by the Bureau of Justice Assistance. 
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Why This Works 

Recommended Strategy How It Was Exemplified 

Leverage all available 
data sources 

 

Segmented multipoint data collection system:  
• Designed a data collection system that integrates into each partner’s 

existing workflows. 
• Provided each partner with restricted access only to their authorized 

information.  
• Shared data with the evaluation team each month for analysis and 

quality monitoring. 
• Enabled matching across systems with minimal identifying 

information to adhere to data protection requirements.  

Ensure that the 
evaluation findings are 
grounded in real-world 
experience 

Collaborative process to develop data infrastructure: 
• Documented partners’ insights about existing data, gaps, and future 

needs, to inform a flexible and responsive data collection protocol. 
• Created data protocols that aligned with everyone’s needs, in addition 

to funder and data protection requirements. 

Evolving to meet changing conditions: 
• Enabled tablet-based data entry for outreach teams. This ensured that 

data collection remained timely, accurate, and embedded in daily 
practice.  

• Provided monthly and semi-annual reports tailored to partners’ 
interests and operational needs.  
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3. Example 3: Camden County Second Chance Act Co-Occurring Reentry Grant Program 
(CORP) Evaluation / Medications for Opioid Use Disorder (MOUD) Evaluation  

Recommended Evaluation Strategies Used 
• Consider unintended outcomes of your work  
• Pivot when the initial evaluation approach doesn’t yield the expected outcomes 

Over the past six years, Camden County has received three COSSUP grants. They are currently implementing the 
NuEntry Peer Led Program (NPLP) to expand their capacity to identify, treat, and support incarcerated individuals 
with a history of substance use. Earlier grants, including the Comprehensive Opioid Abuse Program (COAP) and the 
New Jersey Jail Medication Assisted Treatment (MAT) Grant, focused on coordinated medical treatment and 
reentry support, with a priority on substance use treatment. The New Jersey MAT Grant speci�ically enabled the 
Camden County jail to initiate and continue individuals on all available forms of MAT while also providing case 
management, substance use counseling, and client-speci�ic support services. 

Participant Needs and Goal Achievement 
Under COAP, Camden County developed individualized Reentry Transition Plans (RTPs) for 78 participants, 
outlining personal goals and expected completion timelines. Each RTP speci�ied the goals participants hoped to 
achieve and established a target date for completion. These goals span nine categories, as shown in the tables in 
Figure 4 below. This structured approach allowed for tailored support and measurable progress tracking. The 
second table provides a breakdown of goal-speci�ic data, including the number of participants who identi�ied each 
goal and the percentage who achieved it. For example, housing was identi�ied as a goal by 38 of the 44 participants 
for whom data were available. 

Figure 4. Reentry goals of COAP participants, from the �inal COAP evaluation report. 
 

 
 
 
 
 
 
 
 
 
 
 
 

Source: Senator Walter Rand Institute for Public Affairs. Camden County Correctional Facility Comprehensive Opioid Addicted Reentry Program 
(COAP) Evaluation Final Report. Rutgers University–Camden, January 2022. 

COAP Participant Reentry Plan Goal Achievement 

Goal # Identifying 
Goal 

% Achieving 
Goal 

Housing 38 15.8% 

Mental Health Treatment 39 53.8 

Substance Use Treatment 37 45.9 

Employment 35 37.1 

Family Reunification 14 21.4 

Securing Necessary 
Documents 

26 30.8 

Remain Arrest-Free 42 11.9 

Remain Incarceration-Free 37 8.1 

Other 28 39.3 

Respondents Reentry Plan Goals 

Was … a goal? 
% COAP Participants 

with Goal 

Housing (n = 44) 86.4% 

Mental Health Treatment (n = 44) 88.6 

Substance Use Treatment (n = 42) 88.6 

Employment (n = 42) 83.3 

Family Reunification (n = 42) 33.3 

Securing Necessary Documents (n 
= 38) 

68.4 

Remain Arrest-Free (n = 42) 100.0 

Remain Incarceration-Free (n = 37) 100.0 

Other (n = 40) 70.0 
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Why This Works 

Recommended 
Strategy 

How It Was Exempli�ied 

Consider 
unintended 
outcomes of your 
work  

Addressed disparities in case processing times:  
• Identified longer case processing times for public defenders compared to 

private attorneys. 
• Adjusted the court schedule to prioritize hearings involving public defenders 

to reduce the burden on families and improve access to justice. 
Adjusted tracking system to account for technical violations:  

• Developed more precise coding and tracking systems to differentiate between 
new charges and technical violations, to more accurately reflect participant 
experiences with reincarceration. 

Pivot in an 
evaluation when 
the initial 
approach doesn’t 
yield the 
expected 
outcomes 

 

Adjusted outcome measures to align with available data: 
• Partnered with the Office of the Prosecutor and Camden Coalition to 

incorporate new, measurable outcomes, including: 
• Overdose incidents and fatalities 
• Inpatient and outpatient service utilization 
• Emergency room visits 

• Collaborated with program providers to expand data collection scope. 
Replaced open-ended data entry fields with close-ended options: 

• Created clear data categories for peer support activities 
• Developed specific fields to track client needs (e.g., housing) 
• Added documentation for dates of efforts, referral sources, and outcomes. 

Reassessed how "success" was measured across COSSUP grants: 
• Revised definition of "negative discharge" after consulting with peer support 

coaches. 
• Added data fields to capture incremental progress toward individual goals. 
• Created a more nuanced framework for understanding participant outcomes. 

Learn more here: MOUD Evaluation Report or reach out to www.camdenhealth.org. 

 

Next Steps 

The three examples presented above illustrate how COSSUP grantees have applied key evaluation strategies in real-
world settings. Once you've identi�ied which strategies align with your program's needs and have seen how other 
COSSUP grantees applied them in practice, use the table below as your implementation roadmap. For each strategy, 
you'll �ind speci�ic action items organized by implementation stage, from immediate �irst steps to advanced 
applications, along with practical tips to support your work.  

https://www.camdencounty.com/wp-content/uploads/2023/10/moud-evaluation-report-v3.pdf
https://www.camdenhealth.org/
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Evaluation Strategy Action Items 

Recommended 
Strategy 

Action Items 

Build your 
team’s 
research skills 
to promote 
sustainability 

Start Here: 
Identify 1-2 staff members who show interest in data/evaluations to serve as 
champions. 
Schedule brief monthly “data conversations” as part of regular team meetings. 

Next Steps 
Train staff in basic data collection through available webinars or resources.  
Break up complex evaluation tasks into manageable pieces that fit into existing    

workflows. 
Advanced 

Develop and refine interview protocols collaboratively with subject matter experts. 
Provide hands-on training with software tools used in evaluation (e.g., ATLAS.ti, 

NVivo) and provide ongoing support for using those tools. 
Implementation Tip 

Gradual Skill Building: Support select team members in attending trainings, then 
host informal learning sessions where they can share knowledge with colleagues.  

Use and 
regularly 
update a 
program logic 
model 

Start Here: 
Develop a logic model for your program.  

Next Steps 
 Revisit and revise the logic model regularly to reflect changes to your program. 
 Use the logic model to facilitate communication among stakeholders and align 

expectations. 
Advanced 

Use the logic model to guide evaluation planning and adapt strategies when initial 
approaches don’t yield expected outcomes. 

Use the logic model to track progress, identify emerging challenges, and refine 
definitions of success as data is collected. 
Implementation Tip 

Aligning evaluation and logic model: If you are not sure what outcomes to use in 
your program evaluation, check the logic model. Find the right outcomes based on what 
you list in the short, medium, and long-term objectives columns.  

Leverage all 
available data 
sources  
 

Start Here: 
Map existing data sources within your organization. 
Map data sources at your partner agencies (e.g., criminal justice, public health, 

behavioral health). 
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Recommended 
Strategy 

Action Items 

Next Steps 
Identify any data elements you collect in multiple places and look for ways to 

reduce these duplicative efforts.  
Develop codebooks documenting each variable in the different data sources.  

Advanced 
Develop shared data platforms or dashboards to support real-time decision-making. 
Design user-friendly data collection tools that minimize burden on staff. 

Implementation Tip 
Data sharing agreements: Be sure to get written, signed, data sharing agreements 
when sharing or receiving data from partner agencies. This will make sure all 

partners follow appropriate steps to ensure data security. It also promotes sustainability 
because you have a written document outlining the data sharing agreement in case your 
main point of contact leaves. 

Consider 
unintended 
outcomes of 
your work that 
you may want 
to measure  

Start Here: 
Encourage your team to be on the lookout for unintended consequences (positive 

and negative) of your program. 
Next Steps 

Develop measures to track unintended outcomes. 
Refine coding and data definitions to avoid misclassification and improve accuracy 

of outcome reporting. 
Implementation Tip 

Interview staff and clients: Ask the people closest to your work about how they 
define success, and what changes they have seen as a result of the program. You can also 
ask for the input about how you plan to define and measure outcomes for your 
evaluation. 

Pivot when the 
initial 
evaluation 
approach 
doesn’t yield 
the expected 
outcomes 

Start Here 
When you run into an issue with your evaluation, categorize the issue. Is it related 

to data availability, program implementation, or something else? 
Next Steps 

Troubleshoot gaps in data collection and implement new methods or tools as 
needed. 

Shift from open-ended to close-ended data formats when appropriate to improve 
usability of the information being collected. 

Reassess how success is defined for the program itself, and revise those definitions 
based on real-world implementation experiences and stakeholder feedback. 
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Recommended 
Strategy 

Action Items 

Use iterative feedback loops with program staff to refine evaluation tools and 
processes. 
Implementation Tip 

Document: Create a written log of any changes you implement and the reason why. 
This supports institutional knowledge management and transparency in your evaluation.   

Ensure 
evaluation 
findings are 
grounded in 
real-world 
experience 

Start Here 
Include program staff in evaluation teams from the beginning. 

Next Steps 
Translate findings into plain language summaries and visual formats (e.g., 

infographics, dashboards). 

Co-author reports or presentations with practitioners to ensure relevance and 
clarity. 

Participate in community forums or feedback sessions to share findings and gather 
input. 

Implementation Tip 
Plan for the end at the beginning: Think about how you will use your evaluation 

findings before you start an evaluation. Map out how different findings might inform day-
to-day decision-making and program adjustments. 
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