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Introduction

Despite training efforts and materials developed for 
extension personnel on reporting impact of their 
programmatic efforts, the submitted reports often fall 
short of the true program impact assessment data.  

Why?
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Introduction

However in an era of funding shortfalls and increased 
accountability, every extension educator must conduct 
and report such data. 

… out of sight, 
out of mind, 

out of money…
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Introduction

Meaningful program impact evaluation will:
• Provide tangible evidence of the importance and 

impact of the work you are doing
• Prove valuable for your job performance evaluation
• Be of interest to decision makers
• Be of interest to your clientele
• Be of interest to your professional peers
• Help maintain or gain financial support for 

Extension programming
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Educational meeting 
Twilight event
Workshop

Program = 
• A planned, coordinated group of activities, 

procedures, etc., often for a specific purpose or 
outcome
▪ Addresses a specific need, problem or situation
▪ Shows what activities have taken place
▪ Reports what measurable changes have occurred

What is a program?

program
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What is a program?
Identify and 
Document 
Problem or 

Need
Develop 

Objectives and 
Methodologies

Recognition

EXTENSION
PROGRAM

CYCLE
Report Results 
(Scholarship)

Identify and Obtain 
Support

Conduct 
Extension 

Activities and/or 
Research

Analyze Results -
Evaluation and 

Impact Assessment

Z. R. Helsel and D. Kluchinski, Rutgers Cooperative Extension, 2005.
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What is evaluation?

The act of ascertaining or fixing the value or worth of 
something
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Program logic model
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Program logic model
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Introduction

A common sense approach and commitment to program 
evaluation is needed for successful impact assessment.  
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Step 1. Make the commitment
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Step 2. Set up the appropriate mechanisms

• Support personnel
▪ Project collaborators
▪ Clerical staff
▪ Volunteers

• Financial support
▪ Office budget
▪ Grants
▪ Donation of products/services
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Step 2. Set up the appropriate mechanisms

• Evaluative tools development
▪ Educational event evaluations
▪ Pre- and Post-tests
▪ Follow up surveys
▪ Evaluation cards

• Data management and reporting
▪ Recordkeeping
▪ Timelines and deadlines
▪ Summarization of evaluations and surveys
▪ Data analysis
▪ Documentation

X



NEW JERSEY AGRICULTURAL EXPERIMENT STATION RUTGERS COOPERATIVE EXTENSION

Ten Easy Steps to Program Impact Evaluation

Step 3. Define the objectives of the program

• What is the issue, problem or need you are 
addressing, and what do you want to accomplish?

• What do you want people to learn?
▪ Short term outcomes/impacts

• What changes in behavior do you want to occur?
▪ Medium term outcomes/impacts

• What changes in social, economic, environmental 
or civic conditions do you hope will occur?
▪ Long term outcomes/impacts
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Step 4. Alert clientele of your intentions

• Advisory groups

• Participants

• Supervisors

• Decision makers
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Step 5. Determine how learning will be 
measured

KASA changes (knowledge, attitudes, skills, and 
aspirations)

• Short term 
outcomes/impacts

• Evaluated when the 
interaction occurs with 
the client
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Step 5. Determine how learning will be 
measured

Pre- and Post-test

D. Kluchinski, Rutgers Cooperative Extension, 1998.
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Step 5. Determine how learning will be 
measured

Post-then-Pre-test

R. L. Poling, University of Arkansas, 2005.
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Step 5. Determine how learning will be 
measured

Client Evaluation Cards
• One-on-one client 

consultations

B. Barbour, Rutgers Cooperative Extension.
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Step 5. Determine how learning will be 
measured

Educational Event Evaluations

D. Kluchinski, Rutgers Cooperative Extension, 2003.
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Step 6. Determine what changes in behavior 
or adoption will be evaluated; methods to use

• Medium term outcomes/impacts

• changes in behavior

• adoption of new practices

• changes in decision making

• changes in policies

• social action
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Step 6. Determine what changes in behavior 
or adoption will be evaluated; methods to use

• A period of time must 
elapse before an 
evaluation can take 
place to allow for the 
client to adopt a new 
practice or behavior

• Planning and execution 
is essential!
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Step 6. Determine what changes in behavior 
or adoption will be evaluated; methods to use

• The actual change in practice must be observed 
or self reported by the clientele
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Step 7. Evaluate medium term outcomes

Direct Observation
• Observed adoption and 

use of 
▪ New practices
▪ Techniques
▪ Skills
▪ Behaviors
▪ Applications 

• Learned by clientele 
directly involved with 
your program
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Step 7. Evaluate medium term outcomes

Surveys

D. Kluchinski, Rutgers Cooperative Extension, 2002. D. Kluchinski, M. Brennan and T. Morgart, Rutgers Cooperative 
Extension, 2001.
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Step 7. Evaluate medium term outcomes

• First survey administered to pre-registrants before the  
training series took place

• Follow up survey was conducted 6 months after 
completing the series
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Step 7. Evaluate medium term outcomes
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Step 8. Record, review and interpret findings

• Follow good scientific method

• Record the materials and methods you used

• Utilize good record keeping methods

• Analyze data with appropriate statistical methods

• Write up progress reports to track progress and 
inform others

• Ask for help!
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Step 8. Record, review and interpret findings

Enhancing Computerized Record Keeping Skills

Field crop, forage and livestock producers were instructed on 
NJCropMD (New Jersey Crop Management Database).  This 
Windows-based crop management record keeping and 
financial analysis program maintains a whole farm record of 
inputs, activities, and fertilizer and pesticide use.  

Pre- and post-training evaluations of 41 participants trained in 
2001-2002 were administered; after six months the following 
changes in skills and adoption were measured:

Computer skills:  
• In pre-tests, 69% rated their computer skills as none to 

fair, and 31% as good to excellent.  
• In post-tests, participant's ratings changed with 25% 

evaluating their skills as none to fair, and 75% as good 
to excellent.
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Step 8. Record, review and interpret findings

Record keeping skills/practices:
• In pre-tests, 56% rated their record keeping skills as 

none to fair, and 42% as good to excellent.  
• In post-tests, participant's ratings changed with 0% 

evaluating their skills as none to fair, and 100% as good 
to excellent.
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Step 8. Record, review and interpret findings

Impact of ICM/IPM Enrollment on Field and Forage 
Crop Producers

A mail survey of producers from northern New Jersey that 
were enrolled in ICM/IPM programs was conducted in 2001. 
The following impacts and adoption of improved practices 
occurred as a result of their participation:

• 77% indicated profits increased

• 39% felt their compliance with environmental 
regulations increased

• 80% stated they got better at managing pesticide use

• 92% improved fertilizer management

• 60% indicated that crop yields had increased
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Step 8. Record, review and interpret findings

• 68% indicated improvements in crop quality

• 84% indicated increased confidence in the value of 
ICM/IPM techniques

• 92% indicated that they had received economic benefits 
from various adopted practices
▪ 81% of those said this was sufficient enough to motivate 

them to continue using ICM/IPM practices.
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Step 9. Make mid-stream corrections

Re-evaluate your program periodically
• What worked or didn’t work?
• What can be improved or changed?
• Are the objectives still relevant?
• Has the intended audience been involved?
• Have the process and results to date altered our 

plan or opened up new opportunities?
• When do we declare success and move on?
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Step 10. Report the impact of your program

Document your activities, efforts, and impacts.  The 
documentation should include:

• Program description and objectives

• Inputs and outputs (activities and participants)

• Evaluation instruments and methodologies

• Summary of the survey results

• Interpretation of the results

• Conclusions and recommendations

D. Kluchinski, M. Brennan, D. Drewes, and T. Morgart. Rutgers Cooperative Extension, 2002.
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Step 10. Report the impact of your program

Share your progress and findings with supervisors, 
decision makers, clientele and peers via:

• Newsletters, blogs, web pages
• Media releases - radio, TV, newspapers
• Reports
• Fact sheets
• Teaching materials (slide sets, videos)
• Abstracts, proceedings papers
• Professional presentations
• Journal articles
• Award and recognition programs
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Additional resources

K. Diem.  2002.  A Step-By-Step Guide to Developing Effective 
Questionnaires and Survey Procedures for Program Evaluation and 
Research. FS995. Rutgers Cooperative Extension, 6 pp.

K. Diem.  2002. Measuring Impact of Educational Programs. FS869.
Rutgers Cooperative Extension, 4 pp.

Rutgers Cooperative Extension Program Evaluation Resources 
http://njaes.rutgers.edu/evaluation/

R. L. Poling.  2005. Evaluation of Extension Programs.  University of 
Arkansas Cooperative Extension Service. 23 pp.

R. L. Poling.  2005. Example Extension Program Evaluation Tools.
University of Arkansas Cooperative Extension Service.  24 pp.
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