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Talent 
 

“When I stand before God at the end of my life,  
I would hope that I would not have a single bit of talent left,  
and could say, ‘I used everything you gave me.’” 

 
Erma Bombeck 

 
 
 
 

“The eye of a master will do more work than both his hands.” 
 

Benjamin Franklin 
 
 
 
 

“Human resources are like natural resources:  
they're often buried deep. You have to go looking for them. 
They're not just lying around on the surface. You have to create 
the circumstances where they show themselves.” 

 
Ken Robinson 

 
 
 
 

“What’s measured, improves.” 
 

Peter Drucker 
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Why Good Bosses Tune in to Their People  
By Robert Sutton, Stanford Business School 
McKinsey Quarterly. 2010, Issue 3, p. 86-95. 
 
The problem  
As the boss, you are the most important person in the organization. Subordinates monitor, 
magnify, and mimic your every move. You need to stay in tune with this relentless attention 
and use it to your advantage. 
 
What you should do about it  
Your first and most important task is to convince others that you are in charge, otherwise 
your job will be impossible and your tenure short. Second, boost your subordinates’ 
performance by “watching their backs”: making it possible for them to learn, take intelligent 
risks, and feel pride and dignity along the way. 
 
Bosses matter. More than 95% of all people in the workforce have bosses, are bosses, or 
both. They set the tone for their followers and organizations. Many studies show that for 
more than 75% of employees, dealing with their immediate boss is the most stressful part of 
the job. Lousy bosses can kill you — literally. A 2009 Swedish study tracking 3,122 men for 
ten years found that those with bad bosses suffered 20 to 40% more heart attacks than those 
with good bosses. 
 
Bosses matter to everyone they oversee, but they matter most to those just beneath them in 
the pecking order: the people they guide at close range, who constantly tangle with the boss's 
virtues, foibles, and quirks. Whether you are the CEO of a Fortune 500 company or the 
head chef at a restaurant, your success depends on staying in tune with the people you 
interact with most frequently and intensely. 
 
All bosses matter, but those at the top matter most. Whether or not they know it, their 
followers monitor, magnify, and often mimic their moves. Your subordinates watch you 
constantly, so they know more about you than you know about them. Likewise, 
anthropologists who study chimpanzees, gorillas, and baboons report that followers devote 
far more attention to their leader than he devotes to them. (Studies of baboon troops show 
that typical members glance at the dominant male every 20 or 30 seconds.) As Princeton 
University psychologist Susan Fiske observes, primates — including ourselves — “pay 
attention to those who control their outcomes.” 
 
Linda Hudson, CEO of BAE Systems, got this message after becoming the first female 
president of General Dynamics. After her first day on the job, a dozen women in her office 
imitated how she tied her scarf. Hudson realized, “It really was now about me and the 
context of setting the tone for the organization. That was a lesson I have never forgotten — 
that as a leader, people are looking at you in a way that you could not have imagined in other 
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roles.” Hudson added that such scrutiny and the consequent responsibility is “something 
that I think about virtually every day.” 
 
The best bosses work doggedly to stay in tune with this relentless attention and use it to their 
advantage. They are self-absorbed, but not for selfish reasons. On the contrary, they know 
that the success of their people and organizations depends on maintaining an accurate view 
of how others construe their moods and moves — and responding with rapid, effective 
adjustments. 
 
That view is invaluable for bosses as they try to carry out their first and most important task: 
convincing others that they are in charge. Bosses who fail to do this will find their jobs 
impossible, their lives hell, and their tenures short. Of course, taking charge effectively isn’t 
enough. The best bosses also boost performance by watching their people’s backs: making it 
safe for them to learn, act, and take intelligent risks; shielding them from unnecessary 
distractions and external idiocy of every stripe; and doing hundreds more little things that 
help them achieve one small win after another — and feel pride and dignity along the way. 
 
Taking control  
James Meindl’s research on “the romance of leadership” shows that leaders get far more 
credit — and blame — than they deserve, largely because, cognitively, it is easier and more 
emotionally satisfying to treat leadership as the primary cause of performance than to 
consider the convoluted and often subtle mishmash of factors that actually determine 
performance differences. It is especially difficult to resist demonizing the bosses of failing 
organizations, however irrational that may be. This bias toward glorifying and vilifying 
individual leaders (and downplaying the role of systems, collective action, and external 
factors outside management's influence) is strong in the United States. 
 
Yet the best evidence shows that bosses rarely account for more than 15% of the gap 
between good and bad organizational performance — although they often get more than 
50% of the credit and blame. If you are a boss, this is your lot in life; make the best of it. If 
you claim that you don't have much influence over what happens to the team or company 
you lead, your people will lose confidence in you and your superiors will send you packing. 
Here are four suggestions for magnifying the illusion of control: 
 

1. Express confidence even if you don’t feel it  
Executives need to use the faking-it-until-you-make-it strategy, which Intel CEO 
Andy Grove described: “Part of it is self-discipline, and part of it is deception. And 
the deception becomes reality. It is deception in the sense that you pump yourself 
up and put a better face on things than you start off feeling. But after a while, if you 
act confident, you become more confident.” Confidence is especially crucial for 
inspiring your followers, because like all emotions, it’s contagious — especially 
when displayed by closely scrutinized bosses. 
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2. Don’t dither  
Indecision, delay, and waffling are the hallmarks of a crummy boss; the best ones 
know that crisp and seemingly quick decisions bolster the illusion (and reality) that 
they are in charge. As stage director Frank Hauser said, “You have three weapons: 
‘Yes,’ ‘No,’ and ‘I don’t know.’ Use them. Don’t dither; you can always change your 
mind later. Nobody minds that. What they do mind is the two minutes of agonizing 
when all the actor has asked is, ‘Do I get up now?’” 
 
3. Get and give credit  
A great thing about being the boss is that when your people do good work, you 
usually get too much of the credit. Smart bosses often use this to their advantage, 
knowing that people want to work for and do business with winners. 

 

As a boss, you may already use subtle tactics to get credit, such as collaborating 
with people who are likely to praise you (so that you don't have to brag) and, when 
you do mention your accomplishments, giving copious credit to others. David 
Kelley, the modest chairman and founder of design firm IDEO, is a master of the 
art of giving his people credit. One reason IDEO became a renowned innovation 
firm under David’s leadership is that he relentlessly thanks others for making him 
look good, gives them credit when the company does something great, and 
downplays his contribution. 
 

Indeed, the best bosses routinely give their followers more credit than they 
probably deserve. And when bosses do this, everyone wins. As the boss, you will 
get the lion's share of credit because of the romance of leadership. Your immediate 
team will regard you as truthful. And your modesty and generosity will be admired 
— especially by outsiders, who will see you as both competent and generous. 
 
4. Blame yourself  
In 2008, Maple Leaf Foods CEO Michael McCain made a statement about the 
deaths and illnesses traced to tainted meats produced by one of his company’s 
plants. McCain’s voice quivered as he announced its closure, apologized to the 
victims, and said that the people at Maple Leaf — including himself — were 
responsible and that it was his job to restore faith in the company. 
 

His response is striking because it is so rare yet so consistent with research on how 
to fuel the illusion (and reality) that the boss is in charge. Unlike many people in 
such a predicament, McCain accepted the fact that he would be held responsible 
for what his people did, no matter what. When something important happens, the 
boss is expected to know. McCain understood it was wiser to accept the blame and 
learn from it. Leaders who denounce outside forces for their troubles come across 
as disingenuous and powerless. By refusing to take responsibility, they implicitly 
raise a damning question: “If you didn’t have the power to break it, how can you 
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have the power to fix it?” The public also sees a boss’s refusal to accept 
responsibility as a sign that nothing has been learned from the errors. 
 
If you as a boss want to enhance the perception that you are in charge — and fuel 
performance at the same time — taking at least some of the blame is usually 
necessary. Experiments by University of Michigan professor Fiona Lee and her 
colleagues show that managers who take responsibility for problems like pay 
freezes and failed projects are seen as more powerful, competent, and likeable than 
those who deny responsibility. In another study, Lee’s group examined stock price 
fluctuations in 14 companies over 21 years. They found that when top executives 
accepted responsibility for problems, stock prices were consistently higher 
afterward than when CEOs denied responsibility. 
 

The key, though, is not just to accept blame and apologize. You must also take 
immediate control in whatever way you can, show that you and your people have 
learned from failure, announce new plans, and, when they are implemented, make 
sure everyone understands that things are improving because of them — just as 
Michael McCain did. Although no one can predict his company’s ultimate fate, the 
Canadian press praised McCain for his clarity, compassion, and control. A 
nationwide survey in December 2008 showed that among Canadians, confidence in 
the Maple Leaf brand had risen to 91%, from 60%, since August of that year. 
Although the company reported losses in 2008, it returned to profitability in 2009. 
As McCain said in February 2010, “The packaged-meats business continues to 
recover. Our brands and our reputation are intact” — an assessment most analysts 
and customers echoed. 

 

Bolstering performance  
The best bosses focus on boosting the performance of their people through stratagems such 
as the three that follow: 
 

1. Provide psychological safety  
Good bosses spark imagination and encourage learning by creating a safety zone 
where people can talk about half-baked ideas, test them, and even make big 
mistakes without fear of ridicule, punishment, or ostracism. I witnessed the power 
of psychological safety at a large media company where a new CEO was 
determined to drive out fear. A vice president had launched a magazine that ended 
up being an expensive, well-publicized flop. She would have been demoted and 
fired — and probably publicly humiliated — under past regimes. Instead, the CEO 
spoke at a gathering and congratulated her for her courage and skill. He 
emphasized that the decision to start the magazine wasn’t just hers; senior 
management had backed it. After his speech, every executive I spoke with 
portrayed the CEO’s comments as a watershed event. 
 
2. Shield people  
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The best bosses invent, borrow, and implement ways to reduce the mental and 
emotional load heaped on their followers — and protect them from the 
incompetence, cluelessness, and premature judgments of fellow bosses or others 
who can undermine their followers' work and wellbeing. Followers who enjoy such 
protection (and who may be bosses themselves) have the freedom to take risks and 
try new things. 
 

Good bosses protect their people’s time — for example, by eliminating needless 
meetings. Take a cue from Will Wright, designer of computer games such as The 
Sims: rather than automatically scheduling meetings, ask yourself if they are really 
needed. Wright employed a clever trick. Every time someone called a meeting, he 
charged that person a dollar. Although he collected a lot of dollars, this 
requirement made people “think twice, even though it was only a dollar.”  
 
3. Make small gestures  
The late Robert Townsend, CEO of Avis and author of the masterpiece Up the 
Organization, called the phrase “thank you” a really neglected form of 
compensation.” The broader lesson for bosses is the importance of “the attitude of 
gratitude,” a line borrowed from Kimberly Wiefling, founder of Wiefling 
Consulting, who argues that too many projects end without acknowledgement and 
celebration and that whether a project succeeds or fails, the best managers take 
time to express appreciation. Conveying this attitude is especially crucial when the 
stench of failure fills the air — precisely the time when people most need support 
from the boss and one another. Bosses with the will and the skill to provide that 
kind of support set the stage for learning from fiascos.  

 
Of all the skills and aspirations good bosses must have, self-awareness is probably the most 
important. Cornell University’s David Dunning has shown that poor performers consistently 
overestimate their intellectual and social skills. In contrast, the best performers accurately 
judge both their strengths and their flaws. Dunning’s research has crucial implications for 
leadership. The best and worst bosses alike suffer from overconfidence and insecurity, from 
weaknesses and blind spots. Such is the human condition. Yet the best bosses are keenly 
aware of their flaws, work to overcome them and to reverse the resulting damage, and enlist 
others who can compensate for their weaknesses. 
 
The most effective bosses devote enormous effort to understanding how their moods, 
quirks, skills, and actions affect their followers' performance and humanity. They constantly 
make adjustments to be a bit more helpful and constructive tomorrow than they were 
yesterday. To be a great boss, you must constantly ask and try to answer many questions. 
Perhaps the most crucial is, “What does it feel like to work for me?”  
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Leadership Succession 
By Bryan Richards 
 

 

Leadership succession is a multi-step process to identify and groom a new organizational 
head, but it can be more than that. It can be a time to shape and convey the values and aims 
of the organization as a whole. An effective succession planning process pays special 
attention to the wishes, concerns, and priorities of the staff, volunteers, and board. Through 
interviews, conversations, and documentation, the process can capture the wisdom of all 
these parties: What has worked well, what ought to change, what resources and community 
connections are most important to preserve as the leadership changes, and so on. In 
addition, a thoughtful approach to transition can produce new leadership that embodies the 
culture and aims of the organization as a whole. This leadership could take the form of a 
new Executive Director, President, or CEO in a hierarchical model, or a shared governance 
team wherein decision-making power is more widely and flatly distributed.  
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Identify Roles and Steps 
From the outset, make the decision-making powers clear. Who will design the leadership 
position? Who will select the new leader? Who will play roles as advisors during this process? 
Accordingly, these steps enable an effective succession: 

1. Identify one person to guide the process.  
This person could be the outgoing director, but if the board is knowledgeable 
enough about the organization and the necessary responsibilities, a board 
member might be a more objective guide for the succession process than an 
outgoing director would be. This person should ensure the smooth 
completion of all key matters for the transition: position descriptions, 
candidate recruitment, candidate selection, timelines, compensation, 
knowledge transfer, and so on. 

2. Identify the time horizon for choosing a new leader.  
Designate the months in which the selection process will occur. Ideally, the 
transition will occur during the traditionally quieter months in an 
organization’s annual calendar.  

3. Decide who should be involved in writing the position description.  
This decision may depend upon how much your nonprofit wants to preserve 
elements of the outgoing leader’s role. If multiple people independently draft 
the position description, the succession planning team may discover 
assumptions and goals that could lead to a more ambitious, novel, or focused 
future leadership role than any one person might have envisioned alone. This 
approach may be more fruitful than simply having the board chair and/or 
outgoing executive director write the position description. 

4. Identify people to contact for advice.  
These people could be nonprofit or business leaders elsewhere who left or 
entered a leadership position, board members who have guided a succession 
process, consultants who have led or assisted with succession activities, 
and/or funders who wish to see your nonprofit thrive in the future.  

5. Designate the person(s) who will finalize the choice of successor.  
Will the choice of the successor require a majority or unanimous vote from 
your executive committee or full board? If the decision may ultimately hinge 
upon a tie-breaking vote, who should make the vote? Address these questions 
before launching the recruitment and hiring process so the decision-maker(s) 
will have ample time to establish criteria and priorities for the hiring decision.  

6. Define the post-transition role for the outgoing leader.  
Decide how much, or in what way, your organization wishes to keep the 
outgoing director on-hand after the new leader has officially started in his or 
her position. An effective succession process could involve an apprenticeship 
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period during which the departing leader teaches the role to the new leader, 
though sometimes an organization will skip this step with the aim of having a 
fresh new start. Once the new leader has officially taken office, it is often 
wise for the outgoing leader to leave, at least for a defined period of a year or 
more, so the new leader can assert authority and apply his or her leadership 
style to guide the organization into the future. The incoming leader may, 
after a while in office, invite the outgoing leader to return to the organization 
in a new role, such as a board or advisory role. 

7. Map these steps and make them visible to all parties who will be 
involved in the succession process.  
Draw the succession timeline and post it for easy consultation by the board, 
staff, and other participants in the process. Periodically check the succession 
planning team’s progress, especially if the process is designed to take several 
months or longer. Make adjustments as necessary in alignment with your 
organization’s evolving needs, resources, and position within the community.  
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Arrange Operational Support for a Transition 
While this process is underway, line up support structures and mitigate risks:   

1. Consider potential risks and craft solutions to minimize each risk.  
The use of an apprenticeship period can preserve knowledge and insights 
from one leader to the next, while also solidifying the commitment of the 
new leader. Train staff and board members to handle certain crucial activities 
of the outgoing director during the transition period. This training will ease 
the acclimation period for the incoming leader. This cross-training step may 
also provide a safety cushion in case the incoming leader backs out of the 
role during the succession process.  

2. Line up the resources to provide an attractive recruitment package.  
Make the position attractive enough – while still affordable for the 
organization – so the new leader will not harbor second thoughts about 
committing to the position. Consider forms of compensation that are both 
financial (such as salary and benefits) and non-financial (such as access to 
certain community resources, memberships, and other perks).  

3. Line up the resources to provide enough support for the position.  
If the outgoing leader was constantly juggling leadership responsibilities with 
administrative ones during his or her period in office, consider investing in 
an administrative assistant or other staff so the incoming leader will be able 
to focus on providing organizational leadership from day one onward. 
Arrange the necessary infrastructure, too, to ensure a smooth transition. This 
infrastructure may include a phone, e-mail account, computer, and other 
items that will be crucial to the person’s performance at the start. 

4. Create a list of people, groups, and resources in the community that 
could be instrumental to the new leader’s performance.  
The outgoing leader and the board should develop this list and then connect 
the new director to each entity on the list. The outgoing leader and/or board 
should also highlight technical matters that will be crucial to the new leader’s 
success, such as important reporting requirements for existing grants, role-
sharing arrangements and partnerships with other organizations, legal 
obligations for matters such as leases, and so on. These items may be the 
responsibilities of an Operations Director or other staff person, but the new 
leader should learn of them in order to monitor and guide them along. 

5. Make a communications plan to announce the new leader. 
If the announcement of the leadership transition involves spotty news 
releases to a limited number of parties, the new leader will have to spend an 
unfortunate amount of time informing and reminding the community that he 
or she is now in the role. Make the transition visible by identifying and 
reaching out to all relevant stakeholders, including your service population, 
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board, staff, volunteers, donors, grant providers, sponsors, program partners, 
suppliers, media contacts, and civic leaders as the transition process nears 
completion. Host a ceremonial activity such as an open house, a social media 
announcement, a press conference, or a meet-and-greet day to officially 
signal the beginning of new leadership in your organization. 

 
Update the Leadership Structure and Practices 
A transition period is often a great time to reassign duties, streamline activities, and clarify 
roles. This period provides a unique opportunity for your nonprofit to reflect upon 
structural and cultural items that may have buoyed or hindered the outgoing leader’s 
performance. Consider questions such as these: 

• Did the outgoing person have too little or too much power?  

• Were this leader’s decision-making activities as transparent as they should 
have been? Did others understand the logic behind the decisions? 

• Was the working environment as supportive and motivating as it should 
have been? Were the communication and decision-making practices helpful 
or harmful in these respects? 

• Did other members of the staff have meaningful opportunities to take on 
new responsibilities and elevate their leadership and management skills?  

• Did the staff connect with other organizations in the field, or were they too 
frequently behind the scenes while the leader alone stayed visible?  

• During the outgoing leader’s term, was it clear which responsibilities and 
expectations belonged to the board, the chief executive, other staff 
members, and any other instrumental parties?  

• Did lay donors – not just the major funders – feel fully appreciated? Did 
your organization welcome and encourage input from supporters whose 
insights and connections would have advanced your mission? 

These questions are important to ask not only during the succession planning process, but 
also once the new leader is in place. Your new leader can conduct a “listening tour” with 
such questions to develop a broad and deep understanding of issues and opportunities that 
bolstered or undermined your organization’s performance in recent years. He or she can use 
this information to preserve positive dynamics and make improvements that will help your 
nonprofit excel in the years to come. 
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Measuring Your Social Impact 
Metrics may vary in terms of what and how they measure, but they all gain their power by 
addressing these questions: 
 

1. Aim: What goal are we trying to achieve through our product or service? 

2. Solution: What form of impact will result from our product or service? 

3. Beneficiary: Who will benefit from this offering? 

4. Provider: Who will provide the product or service for this audience? 

5. Timeline: By what date will we reach our goal? 

6. Number: How much will we do and accomplish by this target date? 

7. Indicator: How will we know whether we have achieved our goal? 

8. Method: What will we do to measure our progress? 

9. Measurer: Who will conduct the measurement? 

 
Here’s an example of how you could phrase a metric: 
 

We are determined to reduce homelessness in our community (aim)  
by placing 100 (number) families (beneficiaries) in stable homes (solution)  
by December 2025 (timeline).  

We will do so through our Heart for Homes team (provider).  

We will be assured of our success when we observe that these families have 
lived debt-free in these homes after for a full year (indicator).  

Our research advisor (measurer) will measure progress each month by 
tracking the number of families we place and the number who continue to 
live in the homes we provide for them (method).   

 

Keep your organization’s mission and vision statements handy as you develop your metrics. 
If you have written a strategic plan, link your metrics to the goals, targets, and dates you have 
identified in your plan. You can then create a paragraph like the one above as a fill-in-the-
blanks exercise for your staff and board. 
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SPIN Framework: An Example of Holistic Measurement 
By Bryan Richards 
 
Sometime methods of evaluation are dry and boring, dominated by numbers and dates. This 
framework instead makes evaluation clear and fun. You can use it to measure the impact of a 
specific program or service you offer, or of your organization’s work as a whole. The 
framework enables you to blend in narratives, images, surveys, numbers, and other indicators 
of the impact you are making:  

• Stories show how people experience and benefit from the initiative. 

• Pictures demonstrate how a natural or built environment is evolving. 

• Inventories convey the degree to which audiences learn and apply concepts. 

• Numbers indicate the level of social connection, socioeconomic engagement, 
concept or skill learning, financial outcome, or other impact. 
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For each indicator, observe how you are making a direct impact on the people your 
organization serves. Suppose your organization is committed to improving peoples’ health. 
A Story approach could use written paragraphs to describe how a family you serve is living 
more healthily. A Picture approach could show photos of how that family’s refrigerator has 
become stocked with fresh fruit and vegetables. An Inventory approach could encourage 
family members to respond to guiding questions by writing down their thoughts about how 
your work is affecting their health. A Number approach could indicate how many people 
are completing your program and achieving numerically measurable gains in their health. 
 
You can also observe the impact on your organization. Are your staff members learning 
new skills? Are you improving the functionality of your space by bringing in better 
equipment? Are your staff members expressing satisfaction with the resources and culture in 
your organization? Are you attracting enough program attendance and philanthropic funds 
to sustain or grow your operations?  
 
Looking more broadly, you can also consider your impact in a broader community 
context. Is your work having ripple effects on the lives of families across your county? Do 
photos indicate that more and more people are being active outdoors? Do surveys and 
indexes indicate that your county is becoming healthier? Generate a list of indicators that 
would tell you whether your programs and services are nudging your county as a whole 
towards the outcomes your team wants to see. 
 
You can use the chart on the following page to summarize your plans for how you will 
measure impact through the SPIN framework. 
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SPIN Table 
Fill out this table to list the ways you will capture input and evaluate your impact.  
 

Program goal: Describe in a sentence or two here. 

Approach 
Impact on the 
People We Serve 

Impact on  
Our Organization 

Impact on 
Our County 

Stories What kinds of personal 
impact will you describe 
through stories? 

 

 

What organizational impact 
will you describe through 
stories? 

 

What broader impact will 
you describe through 
stories? 

 

Pictures What kinds of pictures or 
diagrams would show how 
fully you are making a 
personal impact? 

 

 

What kinds of pictures or 
diagrams would show how 
your work affects your 
organization? 

 

What kind of pictures or 
diagrams would show how 
your impact is rippling 
across the county? 

 

Inventories What feedback tools, such 
as surveys of your 
stakeholders, could help 
you assess your impact on 
those you serve? 

 

 

What feedback tools, such 
as surveys of your staff and 
board, could help you 
assess your impact on your 
staff, board, and capacity? 

 

What feedback tools, such 
as surveys of a 
representative sample of 
your county, could help 
you assess your impact? 

 

Numbers What quantitative data 
would indicate the degree 
of your personal impact? 

 

What quantitative data 
would indicate the degree 
of your impact on your 
team’s capabilities, 
resources, and visibility? 

 

 

What quantitative data 
would indicate the degree 
of your impact across the 
county? 

 

 
Choose a place where you can store and study the stories, pictures, survey results, and 
quantitative data you collect. This repository can also be a handy resource when you want to 
convey your impact to board members, volunteers, community partners, and funders.  
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Handy Guide to Evaluation Terms 
These terms can help you create a clear and well-structured evaluation system.  
 
Aggregation and Disaggregation 
The overall impact you make, across all those you serve, is your aggregated impact.  
 
Your impact might differ within subgroups of this audience, though. Suppose you run a high 
school support program from which 90% of all participants graduate. This number might be 
great, but if you disaggregate it, you may find that the success rate is 95% among kids from 
one neighborhood, but only 40% among kids from another neighborhood. You can 
disaggregate data multiple ways to gauge whether your impact varies from one population 
subgroups to another – perhaps by age, neighborhood, family structure, or other factors. 
You may then adjust your approach to raise your results within a low-performing subgroup. 
 
Dosage or Intensity 
If you serve your audience through a variety of programs and events, you could evaluate 
each activity based on its intensity and the form of outcome that would make sense for that 
level of intensity.  

• A summer movie night program would be “low dosage” if it only occurs 
eight nights per year; its outcome might be that youth violence in your town 
declines on those nights.  

• A weekend tutoring program might be a “medium dosage” program since it 
occurs fairly often and requires a decent commitment by participants; its 
outcomes might be that violence declines and grades rise across a 
participating school district over the course of a year.  

• A daily tutoring and mentorship program would be a “high dosage” program 
due to its high frequency and intense involvement per participant; its 
outcome might be that graduation rates rise, college admission rates rise, and 
violence declines across the school district in that year.  

When setting up an impact evaluation system, you could designate each event or program as 
low, medium, or high dosage. You could then assess your impact in a manner that is 
appropriate for that level of intensity.  
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Formative and Summative Evaluations 
Sometimes we evaluate our impact to get a sense of what is working while we are busy 
running a program. We want to form an understanding of how we are doing. This “in the 
moment” approach may be informal, done for the sake of our team’s learning, and may not 
be intended for publication. The evaluation may be incremental, focusing on a specific 
activity or period within a more comprehensive program. Such an evaluation is Formative. 
 
Other times we evaluate our impact so we can report the results to others – in short, to 
summarize the results we have generated. This kind of evaluation is usually seen as higher-
stakes since it may lead to a publication and could have implications for future funding. The 
evaluation is usually cumulative, factoring in the impact over the entire course of a program. 
This “what we did and why it matters” approach may have formal elements such as controls 
and variables, standardized definitions and measurement tools, or reviews and commentary 
by independent observers. Such an evaluation is Summative. 
 
 
SMART Goals 
These goals are Specific, Measurable, Achievable, Relevant, and Time Bound.  

• Specific: There is precision to the item you are measuring: “Finish school” is 
general; “graduate in the top 10% of the class” is specific. 

• Measurable: It’s easy to measure the item. 

• Achievable: It’s reasonable to expect that you achieve the goal you have set. 

• Relevant: The goal matches your purpose: “Reduce poverty” is not relevant 
if your purpose is to improve nutrition, but “improve heart rate and reduce 
cholesterol levels” is. 

• Time bound: There is a defined time period within which you aim to 
achieve your goal.  

 
 
Use these terms and methods, and you’ll be your way to becoming an evaluation wizard! 
 
 


