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Evaluating Coalition Work 
Background 
This resource helps your coalition evaluate whether its activities are advancing coalition goals and identify 
opportunities to improve. It describes three steps your coalition should take as part of an evaluation: 
1) develop a theory of change, 2) outline the questions you want to answer along the theory of change, and
3) identify the information you need to collect to answer those questions.

Develop a theory of change 

A theory of change outlines how your coalition’s activities will lead to the outcomes you hope to achieve. To 
create a theory of change, start with what you hope to achieve over the long-term. Work backwards, listing 
the steps that need to occur before that outcome can happen. Figure 1 outlines an example theory of change 
for a ParkRx program that gives clinic patients free park passes, so they can access outdoor activities and 
improve their physical and emotional well-being.  

Figure 1. Theory of change for a ParkRx program 
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Key consideration: Understanding outside influences 

As you map out your theory of change, think about things beyond your program that could 
affect how you implement your plan or the results you hope to achieve. For example, in the 
ParkRx program, could clinic workflows make it harder for staff to make referrals? Could 
lack of transportation prevent clients from coming to park events? Are there other outdoor 
physical activity programs that could also be influencing clients?  

Depending on your evaluation results, you may want to gather more information about 
outside influences. For example, if you find clinic staff are not making referrals, consider 
holding meetings with them to understand what is getting in the way. If there are other 
physical activity programs in the community, consider asking ParkRx participants to share 
their experiences with the program, and how it is unique.    
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 Outline evaluation questions 

Create evaluation questions to assess whether each step in your theory of change occurred. Depending on 
your coalition’s capacity and how long you have been doing an activity, it may be challenging or too early to 
gather information on medium- or long-term outcomes, like improved well-being for program clients. As a 
starting point, focus on early changes and short-term outcomes.   

Figure 2. Evaluation questions for a ParkRx program 
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 Answer evaluation questions 

After specifying your evaluation questions, consider how you will answer them. For each evaluation question, 
ask yourself: 1) what information you will need to answer it, 2) how you will collect the information, 3) who 
will collect the information and when, and 4) how you will use the information after you collect it. The table 
below provides examples of information the ParkRx program can use to answer its evaluation questions and 
assess short-term outcomes.  
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Evaluation 
question 

Information 
needed to answer 

the question 

How we will 
collect the 

information 

Who will 
collect the 

information 

When 
we will 

collect it 

How we will use the 
information 

How many and 
what types of 
clinic staff 
attended the 
Park Rx 
training?  

Number and types 
of clinic staff 
trained 

Percentage of 
client-facing staff 
at the clinic 
trained1  

Sign-in sheets 

List of client-
facing staff 

Trainer 

Clinic staff 

After 
each 
training 

Determine whether all 
clinic staff who interact 
with clients are reached 
and identify any 
overlooked groups (like 
community health 
workers). 

Did clinic staff 
complete 
referrals for 
eligible 
clients?  

Percentage of 
eligible clients 
referred to ParkRx 
program 

Clinic report on 
referrals 

Clinic Monthly Understand if clinic staff 
are comfortable with the 
referral steps and able to 
complete them. If 
referrals are not 
completed, follow up with 
staff to identify barriers. 

Did referred 
clients follow 
through on 
ParkRx 
referrals?    

Percentage of 
clients referred, 
who received a 
park pass   

Clinic report on 
referrals  

Distribution list 
of new park 
passes 

Clinic 

County 
Parks and 
Recreation 

Monthly Check whether clients 
contact the Parks and 
Recreation Department 
after referral. If not, talk 
with clients to understand 
barriers to follow 
through.  

Did clients 
with park 
passes attend 
park events?  

Percentage of 
park pass clients 
at park events   

Number of events 
attended by each 
client 

Online event 
registration 
data 

County 
Parks and 
Recreation 

Monthly Determine whether 
clients attend park 
events. If attendance is 
low, explore reasons with 
clients. 

Does 
participating in 
ParkRx events 
change clients’ 
views towards 
outdoor 
activities?  

Percentage of 
clients reporting 
an increased 
interest in 
outdoor activities 
after attending 
park programs, 
compared to 
before 

Post-event MS 
Form surveys 
that ask 
whether the 
event increased 
the client’s 
interest in 
outdoor 
activities 

Workgroup  After 
each 
event 

Assess whether our 
program is influencing 
clients’ views. If not, 
consider how 
programming can be 
improved. 

1. When possible, it can be helpful to report percentages to understand whether all potential clients are being reached. However, if 
this is too difficult to obtain, your coalition can also track numbers over time (e.g., the number of park pass clients at events).  
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Key consideration: Demographic information 

When possible, also consider asking participants for basic demographic information, such as 
gender, race, or age. It can be helpful to understand who your program is reaching and 
whether any groups are overlooked. If you find that certain groups are not participating, 
explore why this is the case. Consider how to tailor your program to make it more 
accessible or relevant for these groups.  

When you are ready to measure medium- and long-term outcomes, consider collecting baseline data about 
how participants are doing on these outcomes before your project begins. You can gather this information 
through surveys or interviews. This will allow you to see whether participants change in these outcomes over 
the course of your program. If possible, ask participants the same questions before and after they start your 
program. For example, the ParkRx program might ask participants how many hours they spend outside per 
week at the start of the program and after six months, and compare answers. If pre- and post-surveys are not 
feasible, consider developing surveys that ask current participants to reflect on changes to their behavior. For 
example, a question could be: “How has your level of physical activity changed after participating in this 
program? a) It has increased a lot; b) It has increased slightly; c) It has not changed.” 

 

Key consideration: Working with partners to collect data 

Working with multiple coalition partners to collect data can be challenging. Consider these 
strategies to help engage partners in the data collection process:  

• Develop memorandums of understanding (MOUs) or other documents outlining 
each partner’s data collection responsibilities 

• Create secure, shared files and storage for reporting data   

• Use coalition meetings to review evaluation findings so partners can see how their 
data are being used  

Ultimately, your evaluation can help you demonstrate how your coalition is having an impact in your 
community. It can also help you understand where to improve your activities. Evaluation is a continuous 
process – as you make updates to your activities, refine your program model (i.e., theory of change) and 
evaluation questions, and continue collecting information to keep improving.  

Sources 

The content in this document was informed by the following resources:  

• Boston Children’s Hospital and Mathematica. “Special issue brief: Lessons learned from funded partners of Boston 
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• Grembowski, D. “The Practice of Health Program Evaluation.” Sage Publications, 2016.  

• Lemire, S., Porowski, A., Mumma, K. “How we Model Matters – Visualizing Program Theories.” 2023.  
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• New Philanthropy Capital (NPC). “Theory of Change in Ten Steps.” 2026.  
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• University of Kansas. “The Community Toolbox: Section 5. Collective Impact.” 2025.  

https://mathematica.org/download-media?MediaItemId=%7B1810C6DE-2C3A-4C70-A6C1-9A1DF81ED805%7D
https://mathematica.org/download-media?MediaItemId=%7B1810C6DE-2C3A-4C70-A6C1-9A1DF81ED805%7D
https://www.abtglobal.com/files/insights/white-papers/2024/method-guide-visualizing-program-theory.pdf
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		47				Pages->1		Guideline 3.2 Make Web pages appear and operate in predictable ways		Header/Footer pagination artifacts		Passed		Page 2 does not contain header Artifacts.		Verification result set by user.

		48				Pages->2		Guideline 3.2 Make Web pages appear and operate in predictable ways		Header/Footer pagination artifacts		Passed		Page 3 does not contain header Artifacts.		Verification result set by user.

		49				Pages->3		Guideline 3.2 Make Web pages appear and operate in predictable ways		Header/Footer pagination artifacts		Passed		Page 4 does not contain header Artifacts.		Verification result set by user.

		50						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Formulas		Not Applicable		No Formula tags were detected in this document.		

		51						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Other Annotations		Not Applicable		No other annotations were detected in this document.		

		52						Guideline 1.1 Provide text alternatives for all non-text content		Alternative Representation for Forms		Not Applicable		No Form Fields were detected in this document.		

		53						Guideline 1.2 Provide synchronized alternatives for multimedia.		Captions 		Not Applicable		No multimedia elements were detected in this document.		

		54						Guideline 1.3 Create content that can be presented in different ways		Form Annotations - Valid Tagging		Not Applicable		No Form Annotations were detected in this document.		

		55						Guideline 1.3 Create content that can be presented in different ways		Other Annotations - Valid Tagging		Not Applicable		No Annotations (other than Links and Widgets) were detected in this document.		

		56						Guideline 1.3 Create content that can be presented in different ways		RP, RT and RB - Valid Parent		Not Applicable		No RP, RB or RT elements were detected in this document.		

		57						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - Ruby		Not Applicable		No Ruby elements were detected in this document.		

		58						Guideline 1.3 Create content that can be presented in different ways		THead, TBody and TFoot		Not Applicable		No THead, TFoot, or TBody elements were detected in this document.		

		59						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - Warichu		Not Applicable		No Warichu elements were detected in this document.		

		60						Guideline 1.3 Create content that can be presented in different ways		Correct Structure - WT and WP		Not Applicable		No WP or WT elements were detected in the document		

		61						Guideline 1.3 Create content that can be presented in different ways		Article Threads		Not Applicable		No Article threads were detected in the document		

		62						Guideline 1.3 Create content that can be presented in different ways		Identify Input Purpose		Not Applicable		No Form Annotations were detected in this document.		

		63						Guideline 1.4 Make it easier for users to see and hear content including separating foreground from background.		Content on Hover or Focus		Not Applicable		No actions found on hover or focus events.		

		64						Guideline 1.4 Make it easier for users to see and hear content including separating foreground from background.		Images of text - OCR		Not Applicable		No raster-based images were detected in this document.		

		65						Guideline 2.1 Make all functionality operable via a keyboard interface		Character Key Shortcuts		Not Applicable		No character key shortcuts detected in this document.		

		66						Guideline 2.2 Provide users enough time to read and use content		Timing Adjustable		Not Applicable		No elements that could require a timed response found in this document.		

		67						Guideline 2.3 Do not design content in a way that is known to cause seizures		Three Flashes or Below Threshold		Not Applicable		No elements that could cause flicker were detected in this document.		

		68						Guideline 2.4 Provide ways to help users navigate, find content, and determine where they are		Focus Not Obscured (Minimum)		Not Applicable		This criterion is not applicable to pdf files.		

		69						Guideline 2.5 Input Modalities		Dragging Movements		Not Applicable		This criterion is not applicable to pdf files.		

		70						Guideline 2.5 Input Modalities		Label in Name		Not Applicable		No Form Annotations were detected in this document.		

		71						Guideline 2.5 Input Modalities		Motion Actuation		Not Applicable		No elements requiring device or user motion detected in this document.		

		72						Guideline 2.5 Input Modalities		Pointer Cancellation		Not Applicable		No mouse down events detected in this document.		

		73						Guideline 2.5 Input Modalities		Pointer Gestures		Not Applicable		No RichMedia or FileAtachments have been detected in this document.		

		74						Guideline 3.2 Make Web pages appear and operate in predictable ways		Consistent Help		Not Applicable		This criterion is not applicable to pdf files.		

		75						Guideline 3.3 Help users avoid and correct mistakes		Accessible Authentication (Minimum)		Not Applicable		This criterion is not applicable to pdf files.		

		76						Guideline 3.3 Help users avoid and correct mistakes		Redundant Entry		Not Applicable		No form elements requiring redundant information detected in this document.		

		77						Guideline 3.3 Help users avoid and correct mistakes		Form fields value validation		Not Applicable		No form fields that may require validation detected in this document.		

		78						Guideline 3.3 Help users avoid and correct mistakes		Required fields		Not Applicable		No Form Fields were detected in this document.		

		79						Guideline 4.1 Maximize compatibility with current and future user agents, including assistive technologies		4.1.2 Name, Role, Value		Not Applicable		No user interface components were detected in this document.		

		80						Guideline 4.1 Maximize compatibility with current and future user agents, including assistive technologies		Status Message		Not Applicable		Checkpoint is not applicable in PDF.		
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