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START WITH THE END IN MIND 
THINKING THROUGH YOUR PROJECT DATA VIA AN 

EVALUATION LENS 



WHY THIS SESSION? 
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1. Data 

2. Limited engagement 
leaders > Med Ed

Win-Win Strategy addresses both gaps! 

•Past NI’s 2 Challenges
✓ CRITERIA TEAM 

DISCUSSION

? There are data sources to support the 
project’s implementation and results. 
Include several critical citations which have 
informed your project focus

? It can be implemented – with 
measurements – over the course of the 18-
month Initiative 



OBJECTIVES 

1.Explain when key stakeholders are key 
element of educational evaluation and QI 
project 

2.Use key stakeholder approach to:
o Help ensure credible and useful information 

o Improve engagement 

3.Get to know other NI-Xers!! 

3



WHAT IS EVALUATION? 

• Evaluation is a systematic inquiry process that focuses on 
the value or worth of an object,  program or initiative for 

o Summative decisions (d/c; funding) 

o Formative decisions (improvement) 

•Make evaluation decisions every day!! 
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American Evaluation Association (AEA)

 RESEARCH 

https://www.eval.org/


SYSTEMATIC PROCESS
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Evaluation Standards  Models
Focusing theEvaluation

StakeholderBlueprints→Q x Key Stakeholders  Evidence

Evaluation 
Standards & 

Models

Focusing the
Evaluation

Stakeholder
Blueprints→

Q x Key Stakeholders 
& Evidence

Design, 
Implement, & 

Analysis

Results → 
Present

Evaluation Series Rip Outs https://meridian.allenpress.com/jgme/pages/ripouts 

https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1
https://meridian.allenpress.com/jgme/pages/ripouts


GUIDED BY EVALUATION STANDARDS 

American Evaluation Association (AEA)
○ PROCESS: Evaluation involves assessing the strengths and weaknesses of 

programs, policies, personnel, products, and organizations to improve their 
effectiveness

○ Member of Joint Committee on Standards for Educational Evaluation

1) Utility: Evaluation processes & products meet stakeholder needs

2) Feasibility: Can do it within budget/resources

3) Propriety: Proper, fair, legal, right, and just (Ethical) 

4) Accuracy: Can you trust it – based decisions on it…
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Evaluation Standards  Models

Focusing theEvaluation StakeholderBlueprints→Q x Key Stakeholders  Evidence

Evaluation 
Standards & Models

Focusing the
Evaluation

Stakeholder
Blueprints→

Q x Key Stakeholders & Evidence

Design, Implement, & 
Analysis

Results → Present

https://www.eval.org/
https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1


EVALUATION MODELS 
• Each provides a different vantage point 

o Process: to inform development & implementation of NI 
o Outcome: to judge the value or effectiveness of an NI  

• Models Galore: 3P, Appreciative Inquiry, Logic, utilization-focused evaluation, 
developmental evaluation, CIPP, realist evaluation, Kirkpatrick, etc.
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SO HOW DOES THIS HELP YOU? 
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1. Data 

2. Limited engagement 
leaders > Med Ed

•Past NI’s 2 Challenges

Evaluation Standards  Models Focusing theEvaluation

Stakeholder Blueprints→Q x Key Stakeholders  Evidence

Evaluation 
Standards & Models

Focusing the
Evaluation

Stakeholder Blueprints→
Q x Key Stakeholders & Evidence

Design, Implement, & 
Analysis

Results → Present

Refine Project 
Objectives

Identify Key 
Performance 
Indicators (KPI) 

Primed  for Results!

KEY 
STAKEHOLDERS

How Do You Get RIGHT DATA?

https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1


EX: IDENTIFY NI X STAKEHOLDERS 

Kelly/Kimberly: Identify Key Stakeholders for Optimizing the 
Clinical Learning Environment for the Future – 3 levels

1. Think Internal to Med Ed

2. Health Care System (from those on ground floor to the C-Suite)

3. External 
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Kelly/Kimberly: Pick a stakeholder role and identify the KPI 
(the key evidence that would convince you this project was a success)



YOUR TURN – Work as Table 
Evaluation Blueprint Worksheet 

Key Stakeholders!!!  
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ROUND TABLE TASKS!!  
CHANNEL KELLY & KIMBERLY 
Work with several  project teams to draft  →
1. Pick 1 Project to Work On First 

o Give 90 sec project pitch / elevator speech about project
2. Table Members 

o Pick a ‘stakeholder role’ from sheet on table
o If don’t see key role  - fill it in 

3.  Starting to right of Project Pitch Person
Each stakeholder in < 90 sec 
o Explains why they (in that role) are a KEY stakeholder 
o What evidence would convince you (in your       

stakeholder role) that this NI project was a success?  
4. Project Pitch – Take notes on Stakeholder Worksheet 

o Project team should take notes too 

epeat steps 1-4 with another NI Project 
Debrief Surprises? Lessons? Take Homes 
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For EXAMPLE →



EXAMPLE: PROFESSIONALISM 

13



ROUND TABLE TASKS!!  
CHANNEL KELLY & KIMBERLY 
Work with several  project teams to draft  →
1. Pick 1 Project to Work On First 

o Give 90 sec elevator speech about project
2. Table Members 

o Pick a ‘stakeholder role’ card from the table 
o If don’t see key role  - use a blank card 

3.  Start to right of Project Pitch Person and each stakeholder in < 90 seconds 
o Explain why they (in that role) are a KEY stakeholder 
o What evidence would convince you (in stakeholder role) that this NI  project was a success?

4. Project Pitch – Take notes on Stakeholder Worksheet 
o Project team should take notes too 

5. Repeat steps 1-4 with another NI Project 

6. Debrief Surprises? Lessons? Take Homes 
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Welcome Back!!
Let’s Hear from Some Tables

1. 90 sec project  ‘elevator’
2. Examples of Key Stakeholders x KPI’s
3. Anything Surprise you/your table?
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** Normally actually talk with Key Stakeholders & probe for what data/evidence 
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• Once filled out- see where there 
are priorities – lots of x’s..  

• Eval Value - Feasible



Add Data Sources: Consider Utility, Feasibility, Propriety (Ethical), Accuracy
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Evaluation Standards  Models Focusing theEvaluation

Stakeholder Blueprints→Q x Key Stakeholders  Evidence

Evaluation 
Standards & Models

Focusing the
Evaluation

Stakeholder Blueprints→
Q x Key Stakeholders & Evidence

Design, Implement, & 
Analysis

Results → Present

Frame by a model Organize the Evidence by 
• Logic Model?  (Input, Outputs, Outcomes)
• Kirkpatrick Level? 
• IHI Process, Outcome, Balancing Measures
• Another Model

A model → more options/evidence!! 

https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1


STRONG EVALUATIONS THAT MAKE A DIFFERENCE

Evaluations are strengthened when they are 
1. Systematically conducted

o Get stakeholder input now (continue to update them)

o Identify cross-cutting evidence -- high priority 

2. Informed by an evaluation model

3. Consistent with accepted standards of accuracy, utility, 
integrity and feasibility (AEA)  
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https://meridian.allenpress.com/jgme/article/12/3/345/441975/Program-Evaluation-Getting-Started-and-Standards?searchresult=1
https://meridian.allenpress.com/jgme/article/12/4/499/445480/Getting-the-Evaluation-Focus-Clear-A-Shared?searchresult=1
https://meridian.allenpress.com/jgme/articlehttps:/meridian.allenpress.com/jgme/article/12/5/629/447145/Blueprinting-Program-Evaluation-Evidence-Through?searchresult=1


REFERENCES & RESOURCES 

1. Program Evaluation: Getting Started and Standards

2. Getting the Evaluation Focus Clear: A Shared Understanding of 
What Is Being Evaluated

3. Blueprinting Program Evaluation Through the Lens of Key 
Stakeholders

4. Blueprinting Evaluation Evidence: Data Sources and Methods

5. Implementing the Evaluation Plan and Analysis: Who, What, When, 
and How

6. Effective Presentation of Your Evaluation Results: What, So What, 
Now What
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https://meridian.allenpress.com/jgme/pages/ripouts 

https://meridian.allenpress.com/jgme/pages/ripouts
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START WITH THE END IN MIND

THANK YOU!! 
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