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Introduction

Quality

Quality assurance has become a very important issue in education and training. Policy makers and 

professionals in the field are aware of the need for quality at all levels. The overall tendency towards the 

greater autonomy of educational organizations has moved the responsibility for this quality towards internal 

processes. In many countries external control bodies have taken a step backwards, and now try to find a 

new position in a common structure for external and internal quality assurance.

Self-evaluation is an essential step to quality improvement, but introducing a culture of self-evaluation in 

an organisation is not easy. It should be carried out in an open, participative and democratic atmosphere. 

Life Long Learning situations are often less formal and less structured than school and higher education. 

Therefore quality care, self-evaluation, self-regulated learning and setting up the institution as a learning 

organisation is even more important in LLL than in formal learning situations.

SEALLL is a Grundtvig 1 project, part of the European SOCRATES educational programme. It aims to 

improve the quality of teaching and learning and the quality of organisation and management in LLL by 

promoting and supporting self-evaluation. The project wants to help all ‘players’ in LLL-organisations self-

evaluate their teaching, learning and management.

SEALLL is not another suite of ready made evaluation instruments with indicators to check and boxes to 

tick. SEALLL focuses on self-evaluation as a learning process. The project partnership is convinced that a 

culture combining self-evaluation and quality care with ownership of processes and outcomes is vital for an 

evaluation process to have a real chance to make an impact and lead to change. Therefore the priorities 

of SEALLL are a bottom-up approach and guiding the ‘initiators’ in the process of conducting their own 

evaluation.

Self

In order to distinguish it from external evaluation or inspection, self-evaluation is seen to be self-initiated, 

internally organised and self-regulated. It should aim at the professionalisation of decision-making; at 

improving the achievement of the organisation’s own objectives; and at enriching the quality of training, 

learning and management in the organisation. Where legitimacy and accountability based on externally 

imposed indicators are at stake, evaluation processes are referred to as external, even when they are 

partly internally organised.
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The ‘self’ in self-evaluation can be an actor or a group of actors within the organisation: an individual such 

as a teacher, trainer, learner, programmer, or director;  or a group of individuals e.g. a group of teachers, 

the management team, a class group of learners, or indeed the whole staff of the organisation. Evaluation 

is only considered self-evaluation if the initiator(s) also evaluates their own role in the process that is being 

evaluated.  You have to ask reflective questions regarding your own role.

Instruments are ‘evaluation instruments’ for collecting or gathering the necessary information. They are 

only self-evaluation instruments if they are used in a self-evaluation context. 

The manual

This manual has three distinct parts:

Part one offers a conceptual framework and guidelines for planning and managing self-evaluation 

processes in adult education organisations;

Part two is a practical guide for facilitators of self-evaluation;

Part three gives an overview of possible evaluation instruments that can be used in self-evaluation 

processes.

With this manual we want to offer practical material for all ‘actors’ in LLL to help them walk the path of self-

evaluation. The manual is also translated into Dutch, German, Lithuanian, Swedish, Turkish and Polish and 

can be downloaded for free in .pdf from the project website: 

www.sealll.eu

In addition to the manual the SEALLL project also generated a website. The SEALLL approach to self-

evaluation involves an internal initiator who goes through the different steps of the process with all the 

relevant players. This process is presented in a format with a description of the steps and the necessary 

actions and information needed.

As well as the manual the SEALLL website offers a number of practical examples of self-evaluation 

processes, following this format. These were contributed and created by the SEALLL project members. The 

examples are arranged in a grid depending on ‘initiator’ and ‘object’. They are meant to serve as a source 

of inspiration and suggestions for ‘initiators’ in similar conditions or with similar aims.

The project

The SEALLL project turned out to be a very fruitful learning experience. I would like to thank all partners 

and members for their work and for their contributions. A special thanks goes to Jaap Van Lakerveld, 
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Anita Caals and Selma van der Haar for their contribution to this manual, and to all other partners for their 

input and comments in a very open and constructive atmosphere. This is also the right place to thank the 

European Commission for their financial support within the frame of Grundtvig 1 and for their guidance 

during the life span of this project.

As project manager of the Landcommanderij Alden Biesen, it was a pleasure for me to coordinate this 

project with 9 partners from 8 different countries. The Socrates programme has created opportunities for 

constructing innovative approaches to educational issues in a European context. It is always a challenge to 

bring different institutions, people, cultures and visions together. In SEALLL it was special to be part of the 

‘learning process’ the group went through over the years. 

On behalf of the partnership I express the hope that the SEALLL products will contribute to quality in LLL 

settings and especially to the awareness that the care for this quality is a concern for the whole team.

Guy Tilkin       Lies Kerkhofs

Coordinator SEALLL      Director Alden Biesen

Editor  
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1. PhilosoPhy of self-evaluation

I. Introduction

SEALLL is an acronym title for the name of the project, Self-evaluation in Adult Life Long Learning. In 

this article we will give an outline of the basic philosophy of the project. Firstly definitions of adult lifelong 

learning (ALLL) and self-evaluation (SE) will be given. Secondly we will elaborate on the particular 

functions that self-evaluation in ALLL may serve. Then the article will consider practical applications by 

offering a framework for designing self-evaluations. The basis for the article is self-evaluation in adult 

lifelong learning as an initiative to involve people in a shared experience in which systematic analysis 

of, and reflection on, education activities serves as the engine for both individual and collective learning. 

Important in our approach is the focus on evaluation as a way of active learning; the vital role of dialogues 

and the inclusion of all parties involved and impacted on.

II. Rationale

Before going into the details of self-evaluation, we would like to raise the issue of why one would decide 

to introduce such a concept into adult Life Long Learning. What makes self-evaluation attractive or worth 

while? It is our conviction that, by evaluating their own work and more in particular their own role within 

this work systematically, people or groups of people, work on their own professional development. Being 

evaluated by others may occasionally have an effect, but a self-evaluation has more impact. It adds to 

the understanding of one’s own situation, it raises one’s competence in dealing with that situation, it helps 

people to share their experiences and thus it enhances the professional performance of individuals and of 

teams. 

Self-evaluation empowers. The insights gained from shared reflection on their own practices provide 

people with the knowledge needed to defend more effectively what should be maintained and to launch 

improvement and change where necessary. 

Self-evaluation creates a sense of ownership and commitment. The work really becomes your own. 

Teachers, trainers, or educators are not just employees, they are professionals. Professionalism implies 

autonomy to make decisions and choices. The other side of the freedom to make these choices is the 

obligation to account for them. Self-evaluation will be crucial for that purpose.

Self-evaluation enables dialogue between all parties concerned in teaching and learning. As such it makes 

things transparent and allows for a better match between what is needed from the perspective of learners 

and stake holders, and what is offered by teachers, trainers or educators.

So far self-evaluation has been mentioned, but not yet fully explained. In the following sections we will 

describe it in more detail. We will explain its background, our views and what we think is necessary for 

planning and managing such evaluation processes.
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III. Adult life-long learning

The term ‘adult education’ is used in various ways in different contexts. A glossary developed by Unesco 

and published by Paolo Federighi c.s. in 1999 states that the objectives of adult education go beyond the 

boundaries of the school system and of professional training. It includes the entirety of learning activities, 

including those of an informal or accidental nature, present in work and everyday life (Federighi, Hamburg 

1999).

In its Communication “ Making a European Area of Lifelong Learning a Reality”, the European Commission 

mentions adult education as an entity to be differentiated from schools, higher education, vocational 

training, and non-formal (youth) learning (Brussels 2001). 

We consider adult education and learning to be post compulsory education and learning activities. Initial 

university training, initial vocational training and professional training are excluded. Yet we know that the 

boundaries between the various kinds of learning are sometimes blurred, and we realize that the challenge 

often is to create synergy between these subsystems rather than to consider the boundaries between them 

as fixed. 

IV. Self-evaluation: a definition

Self-evaluation of education and/or learning is the process of systematic collection, analysis and exchange 

of data concerning educational processes of either individuals, groups or organisations (institutions, etc.) 

in order to facilitate learning among all parties concerned so value judgments and decision-making may be 

based on evidence rather than on intuition.

Perhaps the most critical issue in this definition is the concept of “self”. Who may be considered the self 

initiating the self-evaluation? According to the definition we can allow any unit to enter into self-evaluation. 

Sometimes this may include only one group of workers in one institution. Sometimes it may include the 

work of people working in more than one unit or location at the same time. However the only thing on which 

agreement is necessary is that all parties consider the process to be a self-evaluation and that they have 

the same level/unit of analysis in mind.

In order to distinguish self-evaluation from external evaluation, it must be seen to be initiated by the 

organisation, internally organized and self-regulated.

V. Functions of self-evaluation

Self-evaluation may serve various functions. In this section we mention some of these functions and 

elaborate them to some extent. However, in the end we will choose to focus on self-evaluation as a process 
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that supports the professional learning of all parties involved and needs to be organised accordingly. 

Learning 
Self-evaluation focuses on learning, as the definition suggests. The kind of learning referred to is both 

individual learning and organizational learning. Individuals learn to understand better the situation in which 

they work and the relationship this has to individual and collective aims. Furthermore, an organisation can 

learn from the process and the dynamics of the process of self-evaluation. At the same time self-evaluation 

helps the group of people involved to enhance their understanding of how they may operate more effective 

and satisfactorily as a team. Also a lot of other people will learn from their colleagues from the process 

of sharing and dissemination of the results of the self-evaluation. Then they can adopt and adapt these 

results, which will augment the effects and the impact of the self-evaluation 

But an organisation is more than a group of individuals - it is an entity in its own right. This entity can 

also learn from the self-evaluation. In an organisation, self-evaluation may be used as a continuous 

management tool. Organisations try to deliver quality. That means satisfying the demands and expectations 

of participants and stakeholders, both internal and external to the organisation. self-evaluation provides 

information about the needs of current and potential participants and about the way they assess the 

services provided. A quality organisation seeks to perform efficiently and effectively. Self-evaluation gives 

information on how to take strategic decisions in these matters.

Both the individual and the collective or organizational learning will have an impact so that the quality 

of work and learning can grow. The innovative capacity of the organization will grow with it. In essence, 

this implies that those who learn from self-evaluation do better and know how to improve their work and 

learning.

Trouble shooting
During the interaction between looking to the past and trying to plan for the future, the organisation 

can discover issues or problems requiring immediate attention. The self-evaluation can provide more 

information and data to understand the origin of the problems. In fact the goal and/or result of the 

self-evaluation may be immediate intervention to avoid further troubles without being bothered about 
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sophisticated professional learning processes. This function of self-evaluation is perfectly legitimate and 

sometimes very necessary. Its relevance is almost self evident.

Reducing emotional pressure
In addition to the functions mentioned, self-evaluation also provides people with an opportunity to express 

themselves, and to share enthusiasm or complaints. It is an outlet for the emotions involved in any process 

of education. As such it may be considered as therapy. It contributes to well-being, reduces frustration and 

allows for celebration and sharing.

Accounting
Self-evaluation is not only a way to explore the dynamics of one’s own education activities; it is also a 

means to provide evidence of the quality your unit or organisation offers to the outside world. By performing 

self-evaluation a project, an initiative or an organization will be able to account for its actions. Self-

evaluation provides evidence which may be used to convince the outside world that things are running well. 

Funding agencies, the community, and local, national and transnational authorities may be among those 

in need of convincing. For this accounting purpose, self-evaluation may include actions aimed at providing 

evidence of good practice, good learning outcomes, good effects and relative performance, in comparison 

with other similar initiatives.

Public Relations
Self-evaluation may include interviews or questionnaires carried out among various groups of people 

concerned e.g. students/learners, stakeholders, funding organizations, sponsors, employers etc. By 

approaching these groups and agencies with questions, one may spread the news about the initiative. As 

such self-evaluation has an effect similar to a campaign. The news is spread, new clients may be targeted, 

new markets may be opened and new sponsors may develop an interest as a consequence. In self-

evaluation an element of needs-assessment or making inventories of expectations, is often included. Thus 

the self-evaluating group seeks contact with its environment. By doing so it raises interest, and it becomes 

more responsive to the needs of its audiences and target groups. This is what some people would refer to 

as a kind of marketing. It is a way of approaching clients and raising awareness amongst them and other 

providers of their own needs and requirements, and the provision available.

Self-evaluation stimulates marketing and dissemination. These effects are not the primary objectives, but 

very useful secondary or impact effects.  Awareness of this possibility may allow people to optimize these 

indirect results.

As stated earlier, we will consider the learning processes of individuals and groups as the core process and 

goals of self-evaluation. We consider the other benefits to be added value or spin-off effects. This choice 

may be considered the corner-stone of our self-evaluation philosophy.
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VI. Self-evaluation is a learning process

If learning is the core of self-evaluation, we will have to realize that self-evaluation might better be 

organized as a learning process.

Adult educators know that the learning of adults has to meet a number of requirements.

It has to recognize and adapt to the prior knowledge and experience of the learners;•	

It has to be motivating both in its goals and its processes;•	

It has to challenge and create a sense of confidence at the same time. It is the balance that •	

matters;

There must be a balance between the learning aspect and the work involved in self-evaluation. It •	

must be perceived as achievable;

It needs to allow for and stimulate self-regulated learning as a means and as an end;•	

It has to be an active process rather than a receptive process;•	

The results of the self-evaluation should be used as a part of the organisational learning rather than •	

an exclusively individual process;

It should provide learners with rich opportunities to search for and construct knowledge;•	

It may better concern personalised knowledge rather than abstract de-personalised knowledge;•	

It should provide the learner with opportunities for interactive dialogues to check and cross-check •	

their understanding, and to get peer feedback on their progress;

It has to be reflective in such a way that it provides learners with feedback on their performance as •	

well as on their learning strategies;

It should offer an environment of mutual respect secured by agreements on privacy and ownership;•	

These requirements have to be met in order to optimize the process of adult learning. We consider people 

who evaluate their own work as learners, so the process of self-evaluation has to meet exactly these same 

requirements. This means that self-evaluation must be a motivating, rich, constructive, social and reflective 

process. In the following sections some of the implications of this point of view are further elaborated.
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VII. Organizing self-evaluation as a learning process

Motivating self-evaluation
Self-evaluation will motivate us to learn from our experiences. This implies that we need to know the 

benefits of self-evaluation for ourselves, for our work and for the organisation. We should consider it as 

a challenge, but at the same time we must feel that we are ready for it and able to complete the process 

effectively. We will have to consider it a worthwhile activity. Learners tend to appreciate variety in activities 

e.g. writing, listening, talking, visualizing, theorising, sharing, acting, playing. Another important element in 

motivation is changing the physical activities e.g. sitting, walking, moving, playing, using multiple senses

People acknowledge the benefits of self-evaluation, but too often it is seen as an additional activity and not 

as a core part of the business of the organisation. By integrating self-evaluation into the daily work of an 

organisation, it will be much easier to establish the right balance between efforts invested and their effects. 

Thus self-evaluation may be more motivating.

Many evaluations only include questionnaires and interviews, and thus fail to 

make it the memorable and fascinating event it should be, if it is to be used to stimulate professional 

learning. Our challenge as self-evaluators and promoters of self-evaluation will be to change this 

perception and to develop creative, stimulating and strengthening strategies. For self-evaluation to be 

supportive to the learning of the people involved, it must meet four basic motivational requirements.

The purpose of the self-evaluation must be obvious;•	

It must consist of a variety of activities which are motivating in their own right;•	

Possible learning outcomes must be clear;•	
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It should be clear that the results will be useful.•	

A self-evaluative work/learning environment
A “rich environment” was the phrase used earlier in this text. If we consider self-evaluators as learners, 

we should seek to bring them into a rich learning environment where they are able to learn a lot about 

the dynamics of the work-learning process of which they are part. This means that information about the 

context, the process, the products and the impact of their actions should be made available and accessible 

to them. It also implies that information or knowledge arising from other similar cases should be made 

available to them. People, the internet, databases, documents, facts and figures, information about new 

trends in disciplines or areas of work (domains), legal requirements, criteria used by inspectorates, critics, 

or media, etc. may all add to this learning environment. It means that self-evaluation involves information 

not only about one’s own practice, but also adds to the knowledge of the wider context, as a comparative 

frame of reference. 

To understand progress and to be able to assess the impact of their activities, it is vital that educators know 

in which context they operate. Aspects such as legal requirements, strategic decisions, financial aspects, 

values, history and structure of the organisation may be relevant contextual factors. For example, the 

presence of voluntary workers in the organisation will have an impact on the results of the self-evaluation 

and the relationship to the learning process. It is only when an awareness of this has been established that 

it does become meaningful to register, monitor, analyse and value information about one’s own work, its 

results and the impact these have on the organisation. The self-evaluation processes may take place at 

different levels and stages in the educational process. These different levels and stages may relate to the 

actual learning processes, to the teaching processes, to the programmes implemented, to the organization, 

to the leadership and management, to external communication and to the external wider context such as 

the local community.

It is important that the evaluator knows and understands the context and work environment. It is especially 

important in informal and non-standardised educational organisations that the evaluator agrees with the 

aims and objectives of the organisation and is able to situate the organisation in a wider social context.

Interactive self-evaluation
Information has no meaning; knowledge does. The process of adding meaning is the result of inner or 

outer dialogues relating to the information gathered. Therefore we consider the process of engaging in 

dialogues relating to work an essential element within self-evaluation.

In the adult learning education, learning is approached as a process in which dialogues are central. If self-

evaluation is approached as a learning process, dialogue will be an important part of it.

These dialogues may have different features. Self-evaluation is concerned with understanding the 

dynamics of one’s work, so it involves exploration of the situation and the factors influencing the work 

situation. Understanding the resulting information will only be possible if this information is linked to mutual 

experiences. In addition, self-evaluation also involves values, so it will be a matter of negotiating with 
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others. At times, this may lead to debates and sometimes disputes.

 

Dialogue will ensure that there is not only a scrutiny of the superficial effects of processes but a further 

investigation of values. Self-evaluation deals with matters of difference between conflicting interests and 

opinions, so it is partially regarded as a process of negotiation. Thus dialogue is used to mediate and 

explore the educational context, processes, results and impacts, and/or the innovation and development 

processes within the organization. Dialogues are vehicles for learning. The variety of dialogues determines 

the richness of the learning process. The more interaction and the more perspectives, the better and the 

deeper the learning processes.

A reflective process
Self-evaluation is a process of learning which is highly interactive and reflective. From various sources 

and from various perspectives all the people involved seek feedback. In this way, they establish a clear 

and inter-subjective understanding of both the context and the impact of their own role in the process. By 

gathering data and by analysing it, people provide themselves with feedback on their own performance 

and progress. In addition to this so-called “auto-feedback”, there are other possibilities. Peer feedback is 

a strong mechanism to help people learn from experience. This is also true for “360 degrees feedback” 

provided by those in different positions and at different levels in the organisation. This can include 

feedback from superiors, subordinates and people in similar positions. The 360 degrees feedback provides 

insights into the dynamics of one’s work within the structure of the organization. Reflection relates not 

only to one’s work with colleagues and superior or subordinate staff, but also to multiple interactions with 

students, clients, stakeholders, sponsors, funding agencies and the community etc. Reflective practice 

involves a wide variety of people. By means of interaction and shared analyses of the educational process, 

the context, effects and impact of the feedback is highlighted and promotes learning among all parties 

concerned.

Feedback on the work done may be either instantaneously or over a longer term. Instantaneous feedback 

may be given in relation to the learning outputs and the products developed. However, education also 

has long-term goals. Career development, access to work, organizational change, personal well-being, 

community benefits etc, may all be among the intended effects. Furthermore, processes are often intended 

to have long term impacts on a variety of contexts and stakeholders. This dissemination effect or impact 

may also be included in the self-evaluation process. 

In relation to this, we should consider the competencies linked with the implementation of self-reflection. 

Pivotal is the 360° feed-back and the extent to which the evaluator intends to share his results and 

experiences with others. In order to reflect, insight is needed from colleagues in a range of different 

positions throughout the organisation. The extent to which the evaluator is able to build an image of the 

subjective information contributed by all the individuals in the organisation will determine the objective 

choices to be made later.



- 15 -

VIII. Organizing self-evaluation as a dialogue

Self-evaluation, we stated, requires a rich environment which is interactive and reflective. We also 

emphasised the importance of self-evaluation as a dialogue. There are several reasons for this. 

First of all self-evaluation itself may be considered a dialogue. It concerns a dialogue, explicitly or implicitly, 

between educators and learners, between organisers and target groups, between funding bodies and 

providers, between providers and the community etc. It is partly an internal dialogue among all people 

involved within an educative initiative, or within an organisation. Beside that it is also an external dialogue 

with the outer world which includes funding agencies, authorities, the community, employers, etc.

Secondly, since we consider self-evaluation to be a learning process, it involves dialogues which support 

interactive learning. Here learners explore their experiences with others and share their views.

In the following diagram we introduce the role of dialogues in the concept of self-evaluation as presented 

earlier in this document. 

Self-evaluations which do not involve interaction in various kinds of dialogues are one-sided, and what’s 

more they are poor learning experiences.

It is important to realise that for learning purposes these dialogues have to be exploratory. The participants 

in such dialogues share their perceptions and try to find explanations for the particular course of events. 

However self-evaluation also serves other purposes e.g. marketing, accountability, trouble shooting etc. 

Such purposes also require dialogue. 

We should also distinguish between two main categories of dialogues - dialogues among partners and 

dialogues between parties. Each category is explained below:
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Dialogues among partners
Accumulative dialogues 
Casual talk in which every day experiences and events are mentioned by participants, 
both to share them and to get to know each another without going in too much depth;

Exploratory dialogues 
To explore how things are, how they proceed, how they work, common practice etc.;

Dialogues among parties
Persuasive dialogues
To convince others, not to overrule them, but to make them change their minds;

Disputation dialogues
To make your point, to prove your case, to defeat the opponent;

Dialogues of negotiation
To state positions, to discuss the relative weight of arguments, interests and advantages, 
and to reach a kind of agreement on how to deal with it all.

Within self-evaluations it is of vital importance to be aware that most dialogues fail because participants 

implicitly disagree on the kind of dialogue they are in. If someone tries to convince the other party of a 

viewpoint, while the other party is thinking that he or she will merely share some thought to explore a 

situation, a conflict may arise which can  unintentionally turn the whole dialogue into a dispute. That is why 

awareness of the categories and the inherent behaviour is important. In many self-evaluation processes 

misunderstandings and arguments are caused by miscommunication about the kind of dialogue in which 

the participants are engaged.

That is why it is important to:

be explicit about the general goal and about the kind of dialogue you expect;•	

identify the intended outcome of the dialogue;•	

decide on the roles and the procedure;•	

agree on the duration of the dialogue.•	

be aware of and act according to the rules of the dialogue chosen.•	
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Kinds of dialogues Specific rules

1.  among partners

Accumulative dialogues 
Casual talk in which every day experiences 
and events are mentioned by participants, 
both to share them and to get to know each 
another without going in too much depth;

Exploratory dialogues 
To explore how things are, how they proceed, 
how they work, common practice etc;

Ask informative questions
Add own experiences
Give new information
Accept the information given
Don’t comment other than positive/affirmative

Ask inquisitive questions (how, why, etc.)
Try to explain your assumptions/motives
Analyse differences and similarities
Formulate new hypotheses
Make an inventory of shared ideas and 
optional ideas

2. among parties

Persuasive dialogues
To convince others, not to overrule them, but 
to make them change their minds;

Disputation dialogues
To make your point, to prove your case, to 
defeat the opponent;

Negotiation
To state positions, to discuss the relative 
weight of arguments, interests and 
advantages, and to reach a kind of 
agreement on how to deal with it all.

Make clear whom you are addressing
Show empathy
Explain the possible views
Specify your choice
Explain your position as well as indicate your 
doubts
Listen 
Show some vulnerability
Acknowledge the inputs given
Reformulate your own view

Identify who your opponents are
(Identify who your audience is)
State your position but include “exchange”
Summarise your position briefly
Summarise the opinion of your opponent
Don’t ridicule you opponent
(Address your audience directly)
Make explicit that you have included some 
elements from your opponent’s views

State clearly the positions at stake
Formulate your position strongly
Identify differences of position and of interest
Show and emphasise the advantages of your 
colleague’s views and the disadvantages of 
your own
Don’t push your position
Be prepared to move towards the other view
Take time to think things through and don’t 
act impulsively



- 18 -

2. a format for Planning self- 
evaluation 

In the SEALLL project the focus is on evaluations which promote learning.  

Evaluation is often seen a retrospective activity. However, this does not imply that evaluation only occurs 

after a process is completed. An evaluation may well take place at any of the stages within the project, 

programme or initiative. It may include needs assessment, organizational diagnoses, curriculum evaluation 

and assessment of learning outputs.

Furthermore, it may refer to various kinds and levels of processes. It may be an evaluation of adult 

learning, of adult education, of the organizational processes, of innovation processes or of communication 

processes within the environment.

 

Explicit evaluation  

In discussing evaluation it is possible that evaluation activities have already taken place but they are 

often not identified as such. We consider it of vital importance that evaluation is an integral part of work, a 

program or a project. We would also like to emphasise that evaluation requires on-going effort. Gathering 

data and processing is a base-line activity, but analysing the data and reflecting on it represents significant 

development above the baseline. The analysis of data, sharing perceptions and opinions, searching for 

meaningful solutions, innovative ways of following up and a reflection on the value of the processes studied 

and lessons learnt, both individually and collectively, all take energy. The extent to which the evaluation 

will be seen as a learning process may be influenced by the time used to implement it. A group discussion 

for example, may take much more time than a questionnaire. However, the learning impact might be far 

greater.

The time needed for evaluation and reflection, requires that specifically designated moments are included 

in the institutional diary or in the planning of projects. This time investment can only be acceptable if 

the results are then translated in concrete actions and if they contribute to innovative actions for the 

organisation. 

Who is ‘the self’?

For an explicit evaluation it is vital to be clear about who is the self in the process of self-evaluation. 

The self can be either one person, or it can be a group of people, a unit inside an organisation, or an 

organisation as whole. It is important to define who the self is, so that responsibilities and competences 

may be allocated at the start of the process. An example is given below. It will be further elaborated later 

in this chapter . This example is introduced as a general support for the reader to understand the newly 

introduced concepts. It is in no way exhaustive.
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Example: In a Local Learning Centre a group of adult educators wishes to evaluate its own 

courses. Ambiguous reactions from both the learners as well as from some other stakeholders 

have made them curious about what it is that explains these various reactions, some of which 

were really negative. The course which provoked these reactions is one for unemployed people 

searching for ways to re-enter the labour market.

 

Agreements 

In relation to the explicit promotion of the results of the self-evaluation, there must also be agreement on 

the choice of actions and decisions to be implemented. Self-evaluation can only give rise to meaningful 

information if the organisation is aware of, and understands all organisational factors and influences, and 

the relationship these have between them. To ensure a truthful self-evaluation, it is important to respect the 

privacy of participants, their ideas and their inputs.

It is important that the organisation declares the respondents to be the owners of the data given. Therefore 

data cannot be transferred or revealed to others beyond the audiences agreed upon by the participants. 

Before starting the self-evaluation the trainers agree that the evaluation may lead to changes 

to the programme, because it may affect the course content, as well as the methods used. The 

evaluation, however, is not meant to decide on whether to continue offering these courses. 

Continuation is not an issue. The courses will be provided in future. 

Levels of evaluation 

If organisations, or participants in a project, decide to undertake the process of self-evaluation, they 

need to be aware that evaluation may be focussed in a range of different areas or one selected area. For 

example, they may choose to focus on learning activities, or on management issues. To give an overview 

of options we would like to distinguish between various levels of evaluation. It is helpful to be aware of the 

levels from which to select. They may be combined.

Issues to be evaluated 

The issues of the evaluation may be divided into “level-linked” and “non-level-linked” issues. The list of 

levels may be considered as shifting from a classroom focus towards a more organisational/society focus:

Learning;•	

Teaching;•	

Curriculum/programme•	

Curriculum/programme development;•	

Professional development;•	
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Organisation and management;•	

Leadership;•	

Organisation development;•	

Broader social context.•	

The organisation should not forget that the evaluation of level-linked issues must happen in relation to 

other levels. For example, the evaluation of teaching issues cannot be implemented without linking it to 

professional development, overall strategy and the context of the surrounding community.

Apart from levels of evaluation, one may also seek to find another way of focussing. This relates to the 

non-level-linked issues. As examples of alternative focuses for evaluation, we mention a selection known to 

us made from existing and former projects.

Equal opportunities;•	

Self regulated learning skills;•	

Multicultural issues;•	

Creative approaches;•	

Levels of performance in subjects;•	

Employability.•	

In projects or activities, one cannot evaluate everything. It will be necessary to focus, either from the start 

or to focus progressively while evaluating (“zooming”). It is important to make very clear choices at the start 

of the evaluation process: either select several issues in one level, or one issue from several levels.  Be 

wise: prioritise!

The reason for self-evaluation has been the fact that comments, not all too positive, have been 

heard from various sources. The focus of the self-evaluation of the courses for the unemployed  

will be on the way in which the trainers challenge, permit or stimulate the learners to be explicit 

about their needs. The overall impression is that maybe the course offered has been still too 

trainer-centred, and not sufficiently responsive to the needs of the learners and their individual 

labour market perspectives. 

Goals and related indicators  
Once both the level and focus of evaluation have been identified; one has to be specific about the goals of 

the evaluation e.g.

Improving a current project ;•	
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Learning (individually or collectively) to prepare for future initiatives ;•	

Personal learning and professional growth;•	

Sharing findings and making them more transparent for democratic purposes;•	

Finding the explanation for arisen problems•	

It is also important that goals are identified and continuously followed. The target group, the method and 

the information needed will have to be chosen in relation to the goals.

To be able to monitor the progress each of these goals will need some indicators. If the target is, for 

example, passing on competencies, the evaluator will need to indicate which competencies, to whom, and 

within what time frame? 

The goal of the self-evaluation is to improve the responsiveness of the courses for the 

unemployed and to raise the competence of the trainers in dealing with the heterogeneous needs 

of the learners attending the courses.

Target group(s) 
Evaluation may serve different audiences/target groups. How evaluation is implemented and how it is 

reported, depends on the target group identified. It is therefore essential to know in advance who is 

expected to benefit from the evaluation. Identify your choice using the following list, again not exhaustive: 

Yourself•	

Colleagues•	

The whole staff•	

Learners•	

Local authority•	

Inspectorate•	

Related agencies•	

Sponsors, funding agencies•	

The wider communit•	

The evaluation as envisaged by the trainers offering the course for the unemployed is merely both 

to improve their own performance and to reach a higher level of satisfaction among the learners 

as well as among the potential future employers involved.
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Information needed  
Often evaluation focuses on perceptions only: In our view it is very important to make a distinction between 

1. describing how things went;

2. identifying the context in which it took place;

3. describing the process in relation to particular indicators;

4. identifying the outputs;

5. developing an inventory of opinions relating to how things developed the way they did and relating  

 to the value for the project, the programme or the school

In order to use these categories it is important to distinguish between data about:

intentions, expectations and plans;•	

facts, figures, and tangible products;•	

norms and values of those involved;•	

judgments, opinions and evaluations.•	

Information is needed on what is included in the course programme;•	

More information about the actual course of events during the courses is needed. Who is •	

attending, what are their backgrounds, what is known about the kinds of work they would 

like to find, what activities are they engaged in, what training activities took place, what 

methods were used, what responses have been observed/ registered, etc.?

What comments did the participants make during the course, or during specific evaluative •	

talks?

What do you, the colleagues, and the employers think about the course of events shown •	

in the data mentioned above? Do they feel it is good, effective, and worthwhile?

Examples of explicitly focused activities on specific needs together with positive feedback •	

from both learners and potential employers can be considered to be evidence of good 

practice.

Methods and instruments of evaluation 
Various methods and instruments may be used for gathering the information needed. We will mention a few 

of them here and give a brief explanation on each: 

Questionnaires:•	  list of questions to be asked to respondents; 
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Observations:•	  evaluation data may be gathered by observing the behaviour of the participants e.g. 

teachers, students, others. Identify carefully which behavioural traits should be observed and what 

meanings can be deduced from these;

Interviews:•	  oral questionnaire, either structured semi-structured or open. Interviews may be held 

individually or with groups;

Meetings:•	  meetings stimulate people to reflect on things and to discuss them. While doing so 

evaluation implicitly occurs;

Snowballing/Delphi:•	  people may be asked individually what they think of particular things, but it is 

certainly illuminating for them to hear or read what the same things meant for others. By making a 

list of the issues raised, or of opinions given, the opportunity is created for others to comment. In 

this way an overview is created of possible opinions and the support for each of them;

Written product:•	  writing about one’s experiences is a powerful way of reflecting;

Presentations:•	  telling others what happens in your school or in your project forces you to reflect on 

this as well. This is also occurs with the critical questions which may be raised by your audience. 

Again this method can prove to be a powerful stimulator for learning from experiences;

Flowcharting:•	  by describing the process of a course or training session using a “flowchart” diagram, 

it will be possible to reflect not only on the different stages of the process but also on the link 

between the different stages;

Critique/reviews•	  by internal or external experts/colleagues. Inviting others to come and give their 

views on what they perceive to be happening in a project, at the school or in a programme is a 

positive way of triggering an internal debate about quality;

Unobtrusive measures:•	  some data may be gathered without requiring assistance from other 

people. How often do students visit the library? How many parents come to meetings or answer 

correspondence? Recording secondary information such as the speed at which the chairs in the 

study room deteriorate will determine the intensity with which the room is used. 

Reports/minutes:•	  Some documents are produced even if no evaluation takes place. Nevertheless 

they may have a function in an evaluation and support the reflective process that evaluation 

should trigger. Furthermore the data in these documents may be considered as material for further 

analysis. 

NB. More about instruments is included in a specific section on tools for self-evaluation included as 
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chapter 5.

In the example situation the available course materials will be analysed.

It is decided that trainers will keep a log of the course, to allow them to reconstruct what actually 

happened. 

Trainers will have evaluative talks with their groups in the early phase, the middle and at the end 

of the course.

The team leader responsible for the whole course will phone current and potential employers to 

ask their opinion on what is offered and how it works out.

In order to analyse and discuss the facts found, the method of flow-charting will be used. This 

method allows everybody to have an input. It has a visible and traceable output and it visualises 

the insights gained from the analyses. Thus it has a professionalizing effect on all people present.

Organisation of the evaluation process 

During evaluation activities, the participants and impact stakeholders may all have different roles. This 

is why evaluators should consider how the evaluation will be organised and how each person should be 

involved. Several roles may be considered: 

Member of the evaluation committee •	

Respondent •	

Member of the “audience”, beneficiary or impact stakeholder •	

Evaluator •	

Critic •	

Stakeholder/representative •	

Data processor •	

Reporter •	
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Two trainers manage the self-evaluation one of whom is the course leader

All trainers (4) have executive tasks in the self-evaluation by keeping their logs and having the 

evaluative talks during the course.

One of the trainers of the management team does the interviews with the employers.

The two trainers in the management team analyse the logs and the summaries given by the 

trainers and write a draft report. This should be brief and practical.

In a plenary session three issues are discussed. 

1. Do we recognise the picture derived from the data? 

2. What seems to work out well and what requires improvement or change? 

3. What might be done to help us achieve these changes or improvements?

Information processing 
In the past, the processing of the data appeared to be the work which only medieval monks were willing 

to do. Therefore it is wise to prepare carefully in order to keep things as simple as possible. Choose 

categories to organise the responses or data collected. It is important to ensure that the process is 

transparent and easy. Slow processes lead to slow feedback. Slow feedback in turn is usually frustrating 

and perceived as useless. If feedback is only available after the event, the process often loses momentum.  

The two trainers managing the self-evaluation plan how the information will be processed. This is 

their proposal on which later on the others agreed. 

One person collects the logs and summarises them. For that purpose a checklist will be used that 

focuses specifically on the match between the education offered and the needs expressed by 

participants.

The evaluative talks with the participants will be held using a few core questions. Answers given 

by the course participants, after having been discussed between them. will be summarised on 

flipcharts.

The flip charts are typed out and turned into brief reports

The phone calls with employers are registered using a checklist. The calls together are 

summarised in a table showing the responses of various employers

 
Identification of criteria/evidence 

Evaluators and self-evaluators must make a clear distinction between results indicators and process 

indicators. In the paragraph about goals and targets we explained that indicators need to demonstrate that 

the self-evaluation is contributing to the achievement of agreed targets. These are regarded as results 

indicators. We also need indicators allowing us to correctly interpret and analyse the results. For example, 
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in a questionnaire, if we allow the answer “not important”, this answer can be analysed in two ways: the 

positive answer is that it is not necessary to answer the question and the issue is okay. The negative 

answer is that the respondent did not have any positive experience in relation to the issue. 

It is compulsory to define indicators so that only one interpretation is possible.  

It is also important to identify these indicators and criteria in advance so that the discussion in relation 

to meanings and outcomes limits the possibility of confusing interpretations and multiple meanings. This 

problem cannot be solved completely, but good preparation certainly helps.  

The analysis of the gathered facts and opinions will have to reveal whether it was a good course 

or not, and in particular whether it has been perceived as responsive to individual needs.

Examples of explicitly focused activities on specific needs together with positive feedback from 

both learners and potential employers are considered evidence of good practice. The analysis will 

have to focus on this kind of evidence.

 
Analysis/interpretation 

It is important to take care in selecting accurate indicators and criteria. Furthermore, by being strategic in 

selecting indicators for analysis, support for the conclusions may already be gained. 

The trainers decide to wait for all the summaries of the information which has been gathered, and 

then to use the group discussions to find ideas on what may explain the successes and the less 

successful aspects of the course. The method of flow-charting will help the group in sharing their 

views on what may affect the success of the course. By sharing these views and by bringing them 

together in one common flow chart, the process of interpretation will lead to an explicit outcome 

which reflects the learning of all trainers involved.

 
Reporting
Different audiences require different reports. Be aware of whom you are reporting to and what that implies 

for the format, the level of conclusions and the way priorities are expressed. 
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The self-evaluation of the course for the unemployed primarily is a self-evaluation having the 

trainers themselves as its main target group. That is why the main report will be the one that is 

drafted before the meeting of all trainers and enriched after everyone has been heard and ideas 

have been shared. It may be possible that, having had the discussion, the trainers decide that 

an excerpt from this big report may be informative for the learners and the employers as well. 

However the interests of these two groups are probably so different that it is might be better to 

distinguish between two kinds of summaries:- 

One for the learners (Why do we train you as we do?) 

and one for the employers (What has been or might be done to help the unemployed re-enter the 

labour market?)

Division and allocation of tasks
So far we have identified what is needed. For implementation to be successful, it will be necessary to agree 

on who is going to do what i.e. the part of the plan devoted to the identification, division and allocation of 

tasks. 

Time schedule 

Without a time schedule, any project will fail and therefore, any evaluation will fail. It is important that the 

time invested in an evaluation does not exceed more than 10 % of the time invested in the development of 

what is to be evaluated. If there seems to be a need to evaluate even more intensively, we believe enough 

is already known about where improvements can be made. In such cases it is better to emphasise further 

development initially, and start evaluating later.  

 

Having decided on all the issues identified in this chapter, it will be possible to describe the evaluation plan. 

Many readers may think that this requires an amount of preparation that is unrealistic. Evaluation has often 

been considered as an investment with no return, but it is important to realise that often the problem has 

been related to a poorly planned project or enterprise, not with the evaluation process itself. This chapter 

does not seek to give guidance on evaluation in great depth or to respond to any situation. On the contrary 

it supports evaluation only when needed. It also advocates focused, efficient and effective evaluations. A 

carefully designed evaluation plan may simply consist of the elements mentioned above as shown by the 

titles of the paragraphs (in italics).
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Format For PLanning a seLF-evaLuation

Issues to be evaluated•	

Goals of evaluation and related /indicators •	

Target group(s)•	

Information needed*•	

Methods and instruments of evaluation•	

Organisation of the evaluation process•	

Information processing •	

Identification of criteria/evidence•	

Analysis/interpretation•	

Reporting•	

Division and allocation of tasks•	

Time schedule•	

*Privacy agreement

You can find lots of examples and a blank template for this self-evaluation format on the project 

website: www.sealll.eu
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3. managing a self-evaluation

This chapter consists of a long list of considerations which may be helpful for managing a self- evaluation. 
However long lists are seldom inspiring. This is why we recommend the use of this chapter as a kind of 
checklist while planning and managing a self-evaluation, rather than as a text to be read in full.

The psychology of the evaluated
Evaluation has threatening connotations to many people. They perceive it as something that may lead to 
criticism, or to being watched and controlled. In self-evaluation all this shouldn’t be true, but it is important 
to be aware of this perception and to pay attention to the fears some people may have. Often these fears 
are not shown overtly, but rather by protests, negativism or obstruction. Self-evaluation aims at a learning 
process of all parties concerned and all individuals concerned. The learning process is supposed to be a self 
directed and autonomous kind of learning.  Throughout the complete self-evaluation it will have to be clear 
and reinforced that this is the main goal.

Active participation, a strong emphasis on privacy matters, and leaving the analysis and the conclusions 
to the people, rather than imposing conclusions on them, are important ways to overcome resistance and 
increase the enthusiasm for evaluation

For whom do you evaluate?
Evaluation is carried out for particular people. An institute for adult education may start a Sfor the teachers, 
for the leader, for the community, the inspectorate, etc. This evaluation will also serve other audiences or 
target groups. A self-evaluation will seldom serve only one group. However, it is important to be aware of the 
main target group of the evaluation. All parties concerned must know that too. It determines what can and 
what cannot be revealed. It touches on the privacy matters already mentioned, and as such it affects the level 
of commitment or fear of the people involved.  To manage an evaluation well it is important that one is aware 
of and explicit about for whom it is done.

Keep learning in mind
Evaluations serve as feedback both to the individual and collective learning processes. This does not happen 

automatically. For evaluations to contribute to this learning, this should be made explicit. It was stated earlier 

in “the Evaluation Framework” that evaluation takes something extra. It takes time for reflection. If this time is 

not taken, if there is no explicit answer to the questions “what have we learned and what this implies for our 

future perceptions, opinions and actions?”, the learning results will evaporate. Trainers know that learners 

benefit from an approach in which the learning content is announced, is presented and is summarised. This 

same three step procedure is important in managing a learning focused evaluation. Direct the attention, carry 

out evaluation activities and then direct the attention again to the insights provided by the evaluation. After 

that the implications for further decisions and actions may be considered.
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Monitoring versus evaluation
Evaluation can easily turn into a lot of work. The processing of data and its analysis may take considerable 

time. It is important to try to avoid this. This confirms the importance of the distinction between  monitoring 

and evaluation. Monitoring is merely recording things e.g. keeping a file with data on progress made, 

presence or absenteeism, drop-out numbers, number of meetings/sessions/classes cancelled, information 

sent to stakeholders etc. This may all just be filed, not in order to analyse it all in depth, but to be ready 

when there is a reason to do so. Monitoring provides the organisation/initiative with a database which may 

be analysed if problems occur, or complaints are made, or when significant successes cannot be explained 

satisfactorily. Evaluation is more than just registering the process. It includes the analysis and the valuation 

of things. It is better to focus and prioritise as much as possible within the evaluation, so that it does not 

turn into something too complex, and at the same time not to limit the monitoring too much. Registering 

and filing things does in fact provide educators with a rich opportunity for learning at moments of their own 

choice.

Giving and gaining support
Evaluation is a matter of systematically forming and underpinning opinions and/or personal theories on the 

course of events in the educational setting in which one works or acts. These processes are dependent 

to a large extent on the perspectives of the various parties concerned. It cannot be denied that there will 

be a lot of possible conflicts of interests. There will be majorities and minorities in these matters. In order 

to keep evaluation as a challenge for everybody involved, it is important to find a balance between finding 

support for some views and giving support to others. Thus, one might create a mix of initiators i.e. the 

ones whose views you support, and followers i.e. the ones whose support you have gained to fulfil these 

roles interchangeably. By managing an evaluation in this way, any polarisation or frictions between the 

conservatives and the avant garde will not unnecessarily be enlarged. 

Task identification and division/allocation
Someone ought to do the dishes. In households it is known that this sentence is not enough to lead to 

action. For such a message to be effective, it must address a specific person. This is true in dish washing, 

as well as in evaluation. For the evaluation process to be manageable and efficient, the task must be 

identified, made explicit, allocated to particular people, estimated in terms of time and included into the 

planning and schedules of peoples’ regular work. This is something many evaluators failed to realise.  One 

might say: “Evaluation will not be taken seriously, if it is not taken seriously!”. It will not lead to action, if 

no one is appointed to do something with it, and informed about the requirements on how and when it is 

expected to be done.

Dealing with representatives, decision makers, stakeholders, target 
groups, parties concerned...
It is obvious that among everyone who may be involved in evaluation the need for information will vary 
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tremendously. Representatives want to have their interests served, the right to vote, or a proportional 

influence; decision makers would like to be able to make choices between alternative actions such as yes/

no, go/no go, this way, or that way; stakeholders have the right to know, they wish to be informed. 

Other parties concerned may like the evaluation to contribute to their own positions in processes of 

negotiation on particular issues. These people all have different interests, value positions, access to 

information, needs and son on. As a consequence the nature of their involvement will have to be different. 

In order to manage evaluation well, it is important to allocate the evaluation tasks in such a way that there 

will be no role conflicts or incompatibilities between the group of which one is a member and the evaluation 

task one is charged with. 

Involving people as evaluators, respondents, data collectors, 
analysts, experts, reporters...
What kinds of involvement do we distinguish between? A number of ways to be active in the evaluation are 

mentioned in the title of this paragraph:

the evaluator is the one forming an opinion based on the analysis of the issues studied; respondents are 

just being heard; data collectors administer interviews or questionnaires or serve as observers; 

analysts go through the data to identify the meaning of the data;

experts are free to give their views from the perspective of their particular field of expertise; reporters make 

the process of evaluation and its conclusions accessible to the various audiences. 

In a self-evaluation it is important to try to have a high level of participation. It is vital to see to it, that 

a deliberate choice of roles will be made to involve the different members of the educational or wider 

community in the tasks which suit them best, both from a perspective of expertise, and of interest. The 

challenge is to find the right match between the kinds of involvement mentioned in the previous paragraph 

and the tasks mentioned in this one.

Reporting
Different groups have different frames of reference. They all have their interest positions with their specific 

interests and allergies. They have their different levels of schooling or experience in school matters. 

They have their needs for different kinds of information. These are all reasons why producing the same 

report for different audiences often doesn’t work. Sometimes the differences in needs may be addressed 

by preparing the report in such a way that it consists of elements that go more or less into the details. 

An executive summary, followed by an account about what was done and the conclusions, could then 

be followed by a more detailed report on the implications for the various actors in the school and finally 

by appendices for those who wish to know the details. However, sometimes, having different reports for 

different groups cannot be avoided. The management of the evaluation may all be in vain if this part of the 

process is not carefully addressed. It often is a delicate matter.
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Ethical issues, democracy, privacy, equality, exposure, 
Not only reporting is delicate. The whole evaluation includes lots of matters which must be taken seriously 

because they involve ethical issues, or basic values.

It is essential to reach very clear agreements on the rights of all the parties involved in or affected by the 

evaluation.

We recommend being as explicit as possible about 

1.  The ownership of the data;

2.  The accessibility of the data to others;

3.  The way things will be made public;

4.  The way the evaluation will deal with anonymity, or not;

5.  The possible consequences of the evaluation for the positions of individuals, their tasks and    

     responsibilities.

Interventions and methods to be used in the evaluation process
The person responsible for managing the self-evaluation, will have to organise a number of meetings 

during the process of evaluation. Since evaluation is basically considered a process of adult learning, the 

opportunities for participants to share thoughts and sharpen their views in discussion, put feelings into words, 

and make the positions and the relative minorities and majorities visible are essential for success.  For 

successful learning to take place, evaluation meetings must be:

motivating;•	

offering a richness of perspectives, data and options stimuli;•	

giving opportunities to explore, revise, attune ones views and experiences;•	

providing a clear picture of what has been the result of the reflections;•	

This all implies that evaluation must be a challenge: it should be stimulating, highly interactive, a mix of 
divergent thoughts e.g. brain storms and convergent debates e.g. focused decision-making. 
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4. evaluating a self-evaluation

The terminology used in this chapter may strike the reader as scientific and ideal - typical. The idea behind 

the text is that it provides the self-evaluator with a series of indicators which determine the quality of a self-

evaluation. Reality is not always our best friend, so in reality we may have to compromise, be pragmatic or 

just ignore a few things. That does not imply that we cannot at the same time be aware of the limitations 

that self-evaluation can place on our ambitions. Try not to be frightened off by the criteria. Just be aware of 

them, and if necessary enjoy ignoring them

Objectivity/inter-subjectivity, representation
Many authors in the field of evaluation state that evaluation is not so much a matter of providing proof that 

something is working as a matter of making that proof plausible. The methodology available is not sufficient 

to deal with the complexity of evaluation issues. The number of variables involved, the external factors 

influencing the objectives of the evaluation, the interaction between all those influences, and  the relatively 

small number of respondents or cases, often make it impossible to provide full proof. Evaluation is done to 

gain as much understanding as possible of the things which are going on, and the effects they have, but time 

and resources inevitably limit the process.

This is more than a footnote. It implies that one has to be very much aware of the data one may collect in an 

objective way. Furthermore when objectivity is at stake, there is always the solution of inter-subjectivity. If we 

have no alternative strategy, we may decide to ask a number of people and to see what most people give as 

their judgement on a particular course of events. In practical terms this means that instead of just using data, 

one can also rely on a panel of judges, a kind of jury.

In creating a panel or a jury it is vital to look at the way in which such a jury represents the community 

involved. There is not one way of doing this. However, it will be clear that it has to be a deliberate and 

conscious decision, taking into account for whom the evaluation is meant, and the goal of the evaluation.

Validity (construct validity and empirical validity)
What is evaluated? Often it seems obvious, but once the discussion about it starts, it appears that different 
actors have a different understanding of the issues and the concepts under evaluation. Validity is about that. 
Basically it concerns two major questions:

what is it that we would like to measure/identify/ understand?

Is what we are measuring / gathering information about, indeed what we want to know?

An attempt to answer the first question will always involve finding good and shared definitions of concepts, 

and then finding a theoretical framework to which to relate them. This may look quite complicated and 

rather scientific, but it is not necessarily so. It just means you have to be clear about what you think is 

important and why you think this. If this is not clear, it will not be possible to interpret the eventual outcomes 

of an evaluation. There must be a kind of initial idea or aim with which to compare the eventual outcomes. 
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New knowledge has little meaning if it has no relation to existing knowledge. If this relation is lacking, some 

superficial learning may take place, but the transfer of experience to other areas of work or study will not 

happen. 

Instruments made or chosen and the debates held about the data, will always have to be looked at 

critically. The central questions will have to be asked over and over again: Is this what we think the 

evaluation is about? Is this showing us what we wanted to know, irrespective of whether it is positive or 

negative information? Sometimes it is useful to appoint a kind of devil’s advocate to ask these questions. 

Internal consistency of the evaluation activities
The idea behind the evaluation framework is that all the elements in an evaluation plan are derived from each 

other, and have great coherence and internal consistency. However, this quality can be easily jeopardised 

by events during the evaluation. Someone can be appointed to keep an eye on this. The steering group or 

evaluation project team could allocate this task to one of the members. 

Basically the key questions are:

Is what we are doing still according to the goals of the evaluation?•	

Do our methods still support our learning?•	

Does the evaluation support our autonomy?•	

Are we still doing justice to our intention to involve different parties?•	

Is our evaluation serving the right target groups?•	

Are any revisions needed?•	

Are these revised plans still internally consistent?•	

Efficiency
This aspect of an evaluation is probably a very obvious one. It comes down to cost-benefit balance. Are 

we doing what we can, to reduce the investment of time in executing the evaluation, and yet to provide 

worthwhile outcomes? We will just give a few examples of items to consider in evaluating the efficiency:

Is it necessary to involve as many respondents as we do, or can we work with samples?

Is the method chosen for data gathering i.e. Interview, questionnaire, observation etc. efficient?

Have we chosen a sensible amount of detail in our instruments, analyses and reports?

We have often noticed people trying to get information simply because it was there, not because it was 

necessary. Evaluation easily turns into something far too big, so it is better to be cautious and keep on asking 

the efficiency question while proceeding. We must realise that efficient evaluation gives quicker answers. 

By doing so, the evaluators serve the learning processes  of the people involved more effectively. Efficiency 
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definitely is a quality! Quality, not quantity, is what matters.

Effectiveness in view of the goals of the evaluation
Often evaluations are quite sophisticated and involve lots of work. Often however they produce a lot of 

materials, but ignore the real answers to the questions posed. Reaching conclusions at the end of an 

evaluation can be highly frustrating and can kill any enthusiasm for learning from the experience. This is why 

it is so important to identify some intermediate results we wish to accomplish during the evaluation process. 

This gives us the opportunity to raise the issue of effectiveness at an early stage in order to avoid eventual 

disappointment.

How much of what we want to find out have we revealed so far?•	

How does that compare with what we intended?•	

What can we do to raise the effectiveness of our next step?•	

Some people think that the inclusion of such meta-evaluation elements in the evaluation goes too far. They 

fear it will cost too much time. However, reflecting on the effectiveness together with the efficiency will often 

save more time than it costs.

Transparent evaluation
Two basic assumptions serve as the basis for our evaluation approach. The first is that evaluation is an 

element in processes of individual and organisational professional learning. The second is that it will clarify 

interest positions and serve as a basis for negotiation among all parties involved.

Thus it serves both learning and democracy. For both purposes the process of self-evaluation should be as 

transparent as possible. 

Efficiency and Effectiveness as a learning process
The special focus in the approach chosen is learning as the ultimate process. Evaluation should contribute to 

this and be supported at the same time. Because of the importance of this element in this approach, we must 

focus on this aspect once again.   From this perspective good quality evaluation has following characteristics:

1. Good self-evaluations are motivating events: 

They include a variety of activities;•	

They have clear goals and purposes, known and supported by the people involved and concerned;•	

2. They provide the people involved with a richness of information or experiences from which  they can     

    benefit:

Lots of sources;•	

Clearly  structured information;•	
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Involvement of all the senses •	

3. They provide opportunities for exploration, articulating ideas, experimentation and feedback on these          

    experiences:

Opportunities for brainstorms;•	

Opportunities for thinking;•	

Opportunities for discussing and sharing ideas;•	

Safe and secure feedback on initial “theories and actions”, meaning that there is feedback on how •	

the facts found are related to what people originally did or thought, or both.
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5. self-evaluation tools

In this chapter tools for self-evaluation are mentioned and described. In the annexes at the end of this 

publication you will find a more extended series of examples of tools for self-evaluation. 

Kinds of tools (Categories)
Evaluation may be done in many ways and using a variety of instruments and methods. Many of these 

instruments and methods already exist, but in order to fit a particular need these methods and instruments 

or tools often have to be either newly developed or revised. Nevertheless it is a good first step to see 

if instruments are available which match the needs of those who wish to evaluate their organisation, 

programme, team or project.

No matter which tool one wishes to choose, the underlying thought will be some sort of list of things one 

wishes to know. This implies that there will be always a kind of questionnaire behind any evaluation activity. 

In order to find answers to the questions included in such questionnaires, many options are available. These 

options include:

Questionnaire;•	

Interviews;•	

Checklists for observation;•	

Checklist for document analysis•	

Other methods •	

Interviews and Questionnaires
In order to develop or choose a questionnaire, it is helpful to develop a kind of mental map of the thing you 

wish to evaluate. This implies that a map is made in which all the related factors, influences, concepts, actors, 

and their interrelation are drawn. From such a map it is possible to derive the main questions one wishes to 

ask. It reveals the blanks, the doubts, the convictions, and the closed and the open questions one has in this 

field of “study”.  Based on this inventory, it will be possible to set priorities and to decide which questions have 

to be included in an instrument. There is always a lot more to be known than one can possibly evaluate, so it 

is important be as selective as possible in choosing the items to be included.

In formulating the questions for a questionnaire or an interview, many pitfalls are present. Pay attention to the 

risk of posing:

Leading questions. (Do you agree that the school leader is the cause of all the problems?)•	

Questions leading to a bias given the position of the respondents. (Do you think the work load is too •	

high in this school?)
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Questions evoking politically correct answers. (Do you invest your energy in students no matter •	

their background, their looks, or their socio-economic status?)

Whenever you want to use questionnaires or interviews as tools, do have a try-out first in a brief pilot 

exercise. During this period, you will be able to identify the sources of misunderstandings and pitfalls. First 

ask a colleague to comment. Comments gain value, if they are based on actual experience, so ask if they 

will allow you to administer the tool to them. Then have a dry run, with someone of the target group.

The matrix below shows some considerations for choosing either closed or open questions to be posed 

either orally or in written form. This is far from exhaustive, but it gives a basis for choosing an adequate 

instrument.

oPen questions cLosed questions

interview T•	 o gain insight and understanding

Administered among a relatively small •	

group of people

To form ideas to serve as basis for further •	

investigation 

T•	 o be able to choose between, or select  

solutions, options, actions•	

To be used for small to medium sized •	

groups of respondents 

To reach decisive conclusions or to •	

identify clear 

options for a further su•	 rvey

questionnaire T•	 o gain insight and understanding

To get a picture of the support for •	

particular ideas or  experiences 

To be administered among medium size •	

groups of 

people •	

To form ideas to serve as basis for further •	

investigation 

To be able to choose between, or select  •	

solutions, options, actions•	

To be used for large groups of •	

respondents

To get a clear picture of majorities and •	

minorities supporting the issues raised

To reach decisive conclu•	 sions

Observation and data collection 
Based on the same kinds of questions, it may be possible to identify actions to be observed and data to 

be collected. If you would like to know the level of participation of learners during classes/meetings; or you 

would like to know the drop out rates at a school; or the proportion of time trainers devoted to lecturing and 

other more interactive methods, it is possible to gather this information through collection or observation.

In order to make observations a reliable way of gathering information, it is necessary to define clearly what 

you are looking at. There are many excellent books available on how to develop observation schemes 

properly. It is beyond the scope of this document to provide lists here. 

Some questions you will have to keep in mind in either choosing or developing an observation scheme are:
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What do I wish to know?•	

What behaviour, or facts, do I have to observe in order to know it?•	

How do I define this behaviour in terms of identifiable elements  eg.visible, tangible, other?•	

Do I wish to know whether things happen, or also when they happen and how often they happen?•	

Compared to other instruments and methods, observation is prone to be subjective unless observers make a 

prior effort to standardise their observation. By having pilot studies, or by having two observers independently 

observe the same events, you can able to judge how suitable and reliable your instrument is likely to be.

By looking at the data and analysing it independently and then comparing the judgements, you may also 

see how valid the tool may be. If what you have observed appears to be related to another thing you 

consider as a related concept, the instrument proves to be even more valid. If, for instance, the observation 

of absenteeism appears to show a clear relationship with the outcomes of a questionnaire on school 

motivation, this supports the validity of the instrument to record absenteeism and, the other way around, the 

questionnaire on school motivation.

Analysis of documents
Basically the analysis of documents is also a kind of observation. This time the documents rather than 

behaviour are scrutinised. Again the main point to keep in mind is the requirement to be very concise in 

what you are looking for in the documents. Similar things are again important.

Identify what you wish to know;•	

Determine how this is shown in the document;•	

Decide how you are going to do the analysis e.g. just a scan, or word by word?;•	

Consider whether you would like to know not only whether things are mentioned but also how often, •	

by whom, or in what context.

Other methods
The instruments mentioned so far are the most commonly used ones, but they are not the only ones others 

are equally valid.

Thermometer plus immediate feedback;•	  a kind of thermometer is drawn on a flipchart to indicate 

how participants value the event in which they take part. The flip chart is turned away from the 

group, and then one by one they pass by the flipchart and mark their position on the line of the 

“thermometer” with a board pen. You can choose whether you want to identify the dimension on 

which they score, or leave that open. Afterwards you turn around the flipchart so that the distribution 

of positions on the line drawn is visible to everybody. This may then be discussed and clarified.
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Letter addressed to yourself•	 : ask people to write a letter to themselves including statements of what 

they have learned or what they intend to go and do with what they have learned. Then send these 

letters to the people involved after a certain period. It improves both their learning and the impact of 

the evaluation.

Writing an article about the project/programme;•	  nothing is more evaluative than to have to present 

the experience on paper. This requires analysis, comparisons, reflections, formulation, and 

articulation;

Presentation; •	 the advantage of a presentation compared to an article is of course the discussion it 

triggers. The dialogue that follows is one of the richest ways of learning from experience;

Contribution to a school or academic journal, a newsletter•	 : this serves a similar purpose, but now 

the negotiation element of evaluation comes into focus. It not only triggers a discussion aimed at 

understanding, but also one aimed at interests, division of power, responsibility, authority etc;

Creating a web site about the project/programme•	 : the use of new technologies adds to the quality of 

this instrument. Furthermore it serves a similar purpose as writing articles or making a newsletter;

Self-reflection instruments:•	  there are instruments available which help to reflect on particular 

aspects of your learning, educating, training, organisation etc. Issues covered by such instruments 

could be the school climate, the quality of a  learning environment/team spirit/ effectiveness/ 

leadership etc. After an experiment with new methods, an instrument might be used to see what 

effect this new approach has on how the school is perceived or what the effects have been on the 

learning environment;

Sparring partner/critical friend:•	  having someone to talk to, to have debates with, to share doubts 

with, to share your professional kicks with, enriches the learning process enormously. As made 

clear elsewhere in this document, there must then be a moment when the result of this learning is 

made explicit and transferable;

Working with scenarios:•	  one aspect of learning is the ability to do things better in future. Developing 

future scenarios immediately turns present experiences into options for the future. This facilitates 

the transfer of what is learned, to future actions, or decisions about the future. It is desirable to 

develop two or three scenarios rather than one, in order to promote/trigger the dialogue that is 

needed to provide the rich learning context which makes self-evaluation a learning experience;

Critical incidents method:•	  reconstruct events from your experience and identify critical moments 
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where you had to make major decisions. Ask others to think about what they would have done in 

this situation. Describe your choice and compare it with the choices others have made. Identify 

what it implies for future action;

Reflective silence STAR (Situation, Time, Actions, Results):•	  tt sometimes is very useful to build in 

silences in the rush-rush, hectic race of daily professional life. Use these moments to reflect and 

write down what you wish to remember from the experiences you have been through. Consider 

alternative actions and reflect again on them;

Learning questions related to personal development plans•	 : most organisations do not have the 

habit of allowing or encouraging their staff to identify learning questions. If teachers, trainers, 

managers and others concerned know what they want to learn, they focus much better on the 

relevant experiences in their work and make progress. Often the learning goals and objectives of 

the professionals are left vague and ambiguous. This is counterproductive for effective learning and 

as a consequence for the organisation’s quality and its ability to change;

360° feedback•	 : this is a deliberate confrontation of observations and views of a professional with 

the observations or views of superiors, colleagues, subordinate staff or students. The focus is on 

the different perspectives to which the differences in position might lead, in order to understand 

better the dynamics of the world in which one operates;

Visualising things either graphically or more creatively•	 : the power of images is often greater than 

that of words. However, this is rarely used in evaluation. Try to visualise things and make them 

visible, or tangible, or heard in a creative way. This will certainly create a much greater impact;

Debate, an adversarial evaluation procedure comparable with a trial process in court with a jury:•	  

this method, which is very stimulating and which creates high commitment, emphasises the 

negotiation part of evaluation. At the same time it stimulates the motivation to learn. It may be a 

time-consuming approach, but it certainly makes evaluation come to life;

Allocating money as a token of the priorities given to different parts of the project•	 : dividing money 

clearly shows the values given to various aspect of schooling. It is a way to operationalise the value 

given to things. People tend to be willing to fight really hard about money. The fight over money 

makes it clear where people put their priorities, the debate about why and about the evidence that 

is what it is all about. This is what provides the learning and the clarification of the positions of all 

parties involved in the school;
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Serving as a consultant in other similar projects:•	  actively helping others in evaluation is often a very 

good way to analyse your own situation. Because others want to know what your advice is, you will 

have to be very explicit about what you think may work out, and what you think won’t. Questions will 

be asked about evidence and the background of your advice. Thus you will have to make up your 

own mind systematically.

How to construct tools and put them to work
The internal consistency of the evaluation is important. The instruments have to fit into the evaluation plan. 

This is why it is important to remind yourself once again what information you need. 

Instruments and methods need to be clear and concise. Specifically, me thods need to be transparent. Res-

pondents need to know what is expected, why this method is ap propriate, what the results may be like and 

how they will be used. So a published plan of action is necessary. 

 For instruments the formulation of checkpoints or questi ons needs special attention.

 Make sure the items are clear and that they fit the langu age of the questions you wish to answer 

with them. It is good to think in advance how the answers will be processed. When appropriate, it is 

desirable to choose formats, alternative answers and scoring items that can easily be processed. 

Check the instruments you plan to use for the evaluation! It is crucial to have others look at the 

instruments or methods to see if they understand the items and questions. This is not only necessary to 

improve the items, but also to gain support for the questions being asked. Taking part in the con struc tion of 

instruments improves the commitment of res pondents. They will be more willing to answer and to answer 

seriously. A trial run with the respon dents very often reveals aspects or mistakes the evaluator overlooked.

      

How to evaluate tools - The pilot study
We would like to emphasise again how important it is to have an evaluation of the tools themselves. In many 

evaluations, after having collected information, people find out that what they have got, is not what they 

expected. That is why a pilot is vital. A test run may reveal timely shortcomings such as:

items are not clear;

concepts are misunderstood;

it is not clear how the instrument is to be administered;

the volume of data to be collected appears to be about to create an insurmountable pack of work;

using the instrument may be more time-consuming than anticipated;

the phrases or activities proposed may cause adverse reactions amongst respondents.
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6. self-evaluation of change

Self-evaluation may either concern the evaluation of an established practice, or the evaluation of an 

innovation or change process. Even if a self-evaluation initially concerns an established practice, it usually 

leads to changes, which then makes self-evaluation part of an on-going change process. In this section 

attention will be paid to the kinds of phases one may go through in the evaluation of such processes.

self-evaluation must raise the awareness of people of the facts and the value of the events and course 

of events of which they are part. It enables people to learn about their own activities and the changes 

they wish to implement. It also helps them to reflect. In order to make this reflection explicit, some basic 

questions which people may ask themselves during a project are included in this chapter.

Diagnosis

For those who intend to reflect systematically on a project and on their own work within it, it is important to 

realise that an optimal way to do so, is to start with a diagnosis. A project is not good in its own right, unless 

it fits the needs of the situation, the learners, the teachers and other participants. self-evaluation thus starts 

even before anything is done. It will have to be an integral part of all the stages you and your colleagues, or 

you and your students/learners will go through. 

Evaluation of the plan

After the diagnosis, a work plan or a plan for change has to be developed. The quality of such a plan will 

also have to be analysed. This follows the diagnosis and can be called the evaluation of the plan. 

Evaluation of the introduction of the plan

Since you probably won’t be the only one involved in a project, it is important to introduce the plan to 

others involved and see to it that they all understand its meaning and its implications. This means that the 

introduction of the plan will again have to be evaluated. 

Probably you have now already begin to get bored with the notion of evaluation. Keep in mind however, 

that the evaluation is nothing more than a set of reflective questions you either explicitly or implicitly pose 

to yourself or to others. It doesn’t necessarily mean a whole series of very formal measurements and 

analyses. It is more like asking questions such as - what is the reason for the evaluation? what you intend 

to do? what could be a good way to do it? do others understand what it is all about? 

Evaluation of the implementation

After the introduction of your plan, you will start implementing it. Here it becomes important to ensure that 

things either go the way you intended, or if not, are still done in a way that, on second thoughts, still may 

be judged to be worthwhile. Not every change of plan is a change for the worse, is it?  Often the evaluation 

of the implementation has to be repeated a few times until things operate the way you planned, or the 

way you hoped for. In the beginning new things suffer from growing pains. After two or more times these 

weaknesses may disappear, so then it becomes possible to evaluate the effects.
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Evaluation of the results

Finally when you have completed your actions, you may well be curious to see what the results of all your 

efforts have been. Output evaluation may provide you with answers to those questions. Within the concept 

of “results” you may distinguish between immediate results such as learning outcomes; effects such as 

improved chances on the labour market; impacts such as improved performance, or transfer meaning 

effects of the performance on yourself in other settings than the one you were trained for, or even effects 

on the performance of other people you influence with your new competences.

In order to help you reflect on your plans and your actions, a number of questions are suggested. These 

or similar questions can to be answered, but not necessarily to be put to others. You will be able to answer 

some of them yourself. You will have to ask other people about some of them. For others you will have to 

do some investigation. The questions essentially are meant to guide you through the thought process, you 

will have to go through to apply the ideas from this document  effectively. The questions provided below are 

by no means exhaustive. Once you focus on your particular project and activities you will almost certainly 

want to add a few more specific questions. 

Diagnosis (or self-audit)
In order to identify your starting point, it is important to ask a number of questions about the situation, the 

state of affairs as it is. Having done that you will be able to set your own goals and priorities, you will know 

where you stand and what needs to be done.

What is our current motivation to work on these subjects/issues?•	

What is our current level of exposure to opportunities for learning?•	

What are the main obstacles for the intended learning?•	

How would we characterise our various learning styles?•	

What is our appreciation of the project issues?•	

What level of relevant skills have we already acquired?•	

What we see as the main deficits and/or learning problems?•	

With whom do we prefer to work?•	

What kinds of learning activities do we favour?•	

To what extent do we have control over various ICT skills?•	

What would we like to see changed?•	

What do we consider to be the strengths and weaknesses of the present situation?•	
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What do we consider to be obstacles or opportunities for change or improvement?•	

What alternatives do we have in mind when we consider the future of our educational activity or •	

setting? What are the options?

……………………………………………………….•	

……………………………………………………..•	

Evaluating (the making of) a plan
The next series of questions are included to help you set up a plan for improving or changing your 

teaching / training and/or maybe that of your colleagues. The questions make you reflect on the necessary 

ingredients for a successful plan.

What are the goals and objectives we wish to accomplish?•	

What do we intend to do to reach these goals and objectives?•	

What makes us believe these actions will be effective?•	

What specific steps, what elements and what sequence of steps do we have in mind?•	

Do we foresee a need for particular tools or facilities and what, if any?•	

What time schedule do we intend to stick to?•	

How will progress be monitored and evaluated?•	

How will the plan be kept up to date?•	

With whom are we going to discuss this plan?•	

Who will be the people authorised to decide on the plan?•	

Is it a good / a worthwhile /a feasible plan?•	

Introducing the plan to others
You now may have a draft plan for evaluation. However, this doesn’t mean that your intentions are known 

by others who may in some way be part of it. Those who take the initiative have a head start, so it is now 

necessary to ensure that these people understand your diagnosis and your plan. Therefore time must be 

found for you to gain their support. Questions you could ask yourself, or your colleagues, are:
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What do we already know about the issue and this self-evaluation project ?•	

Can we predict the outcome of a diagnosis of this issue in your school or class?•	

Given the goals and objectives of the proposal, can we suggest how we might contribute to •	

achieving it?

What might be the obstacles in carrying out this plan?•	

What would be valid and convincing success indicators, which would enable to prove the success •	

of this plan?

How and when would we describe our own part in the project and its evaluation?•	

Why do we think this project is worth implementing?•	

Monitoring the implementation process
While making the diagnosis and formulating the plan, several assumptions were made. Now that the plan is 

in motion, it is important to see if things appear to be the way you anticipated and to observe how your plan 

is being executed. At this stage it is mainly a matter of just recording what is happening without bothering 

too much about the interpretation. This is to guarantee that you will have this data available when you wish 

to evaluate the whole project at a later point in the process. Possible questions are:

Are the circumstances or is the context what we expected?•	

What is actually happening?•	

What activities did we or the learners / educators / trainers do?•	

What materials did we use?•	

Who worked together and with whom?•	

What were they or we discussing, talking about, and negotiating?•	

Have any critical incidents, conflicts, highlights or complaints occurred?•	

Has ICT been used? How frequently? How effectively?•	

To what extent did people show active involvement?•	

What progress was shown throughout the process?•	

Was any support given to us and if so, by whom?•	

What were the results, if any, shown in tests or assessments?•	
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Identifying outcomes
If you alter the way you teach or how you organise things or any aspect of your professional activities, at 

the end of the day you would like to know if it worked out the way you hoped for.

The questions included under the heading ‘outcomes’, are about just that - what were the results of your 

efforts? You will certainly have other questions to add here depending on your own priorities:

How much learning progress was shown?•	

Could any differences to be observed between various groups eg. men/women, different •	

backgrounds etc.?

What results of our work could be observed?•	

What was the impact on us as learners / managers / teachers / trainers / educators?•	

What was the impact on the organisation or education as a whole?•	

What evidence of improvement do we observe?•	

………………………………………………..•	

………………………………………………….•	

Evaluating transfer
So your plan has been executed for the first time. However, you would presumably like it to be repeated, or 

you would like it to affect others inside or outside your school or project. Hopefully it has proved to be like a 

stone in the water with a strong ripple effect:

How many people have been informed about our activity?•	

How many have actually been participating?•	

How much interest did our colleagues show?•	

How much interest did other people involved show?•	

Are there any other activities or initiatives we consider a direct spin off of our project?•	

What’s next?•	

Overall evaluation 
Having completed the whole project, you may now wish to look back at it and ask yourself whether it paid 

off. Did you benefit from it personally? What use was it to the parties concerned? How could such a project 

be made even more valuable? 
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Reflective practice is the phrase used in the introduction of this document. This overall evaluation indeed 

seeks to promote just that: reflection on the progress made. Looking back across the whole project, what 

do we consider to be:

the most important conclusions drawn from this project?•	

our own personal most important learning outcomes?•	

the most important reason why people should, or should not participate in projects such as this •	

one?

The project may now be over, but self-evaluation will hopefully become embedded in your personal and 

organisational ethos. Self-evaluation will become an integral part of developing, planning, organising, 

implementing, optimising and changing education, thus helping you to adapt to new requirements of new 

learners in new times.
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7. managing the follow uP of 
self-evaluation

Conclusions must be operational
The self-evaluation leads to conclusions. If nothing happens after having reached these conclusions, the 

self-evaluation has been in vain. That is why it is desirable to be able to do everything that is within your 

power to see that the results, the conclusions, and the decisions made will be turned into reality. That 

process of making all the things you learned come true is a process which needs special attention. Many 

publications on evaluation show that it is especially this part of evaluation that appeas to be ineffective. 

Books written about this have as their titles names such as: The failure of evaluation (Guba1969), 

Utilization focused evaluation (Patton, 1978); Effective evaluation (Guba and Lincoln, 1981); Five uneasy 

pieces in the evaluation puzzle (Kirkpatrack 1998). These and similar titles show the battles which were 

fought to avoid the non-utilization of evaluative data and conclusions. They illustrate how important it is 

to pay special attention to this last part of the self-evaluative process in which things must be turned into 

actions, and actions must be effective.

If conclusions are formulated without being specific about what they imply, or what it takes to translate 

these conclusions into actions, then nothing will happen. Evaluators may be happy, but their work has been 

carried out for no purpose.

Allocation of task
Many of the conclusions reached are often widely applauded. However, agreement on who is going to 

take action is often not made. “Someone ought to do something about it” appears not to be enough of an 

agreement to guarantee action. For that purpose it is necessary to allocate tasks to particular people. They 

will have to be held responsible for doing something as a consequence of the conclusions reached, and of 

the decisions made. 

Conclusions and decisions must be translated into action plans. These plans may be considered as 

innovation plans and will have to be treated as such. That implies that measures will have to be taken to 

make people acquainted with these plans, and support for these plans will have to be acquired. It is vital to 

ensure that the people concerned develop a sense of ownership of these plans. 

Once all of this is arranged and established, it is possible to allocate tasks to the people concerned.

Time planning
Allocating tasks is one thing; accomplishing them is another. Once clear deadlines have been defined, 

scheduling all tasks into an overall plan enhances the likelihood of making things happen. Without 

proper planning things will remain optional, rather than compulsory.  Some will say that there is no need 

to accomplish today what may be done tomorrow. Decisions will be taken much more easily when it 

is perfectly clear who is supposed to take them. This is even more effective when it is clear when the 
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protagonists are supposed to take them and  when they are supposed to achieve the intended effects. 

It is obvious that the process after an evaluation must again include evaluative actions to monitor the 

consequences, the impacts and the transfer.

Monitoring progress
As stated in the last paragraph, the follow-up process itself will again contain elements of monitoring 

and evaluation. That is why this whole process is considered to be cyclical. Planning, implementation, 

monitoring and evaluation precede this follow-up process, which leads to refined or changed planning, new 

implementation, and adapted monitoring and evaluation etc. The cycle never stops. In an ever changing 

society with ever changing demands, needs and wishes, in a world with ever growing knowledge and 

technology, there will always be a place for an on-going evaluation process.

Commitment
There is no mechanism as powerful as commitment and social contracts. Having to do something is 

one thing; knowing that others know you are supposed to fulfil them is another. To make self-evaluation 

effective it is necessary to make all the participants feel committed, so they feel an external drive, on top of 

an internal one, to meet the agreements made.

Rewards
It may seem childish, but it is very important to reward people involved for their time and energy invested in 

the improvement of educational practice. This may take the form of rewards of various kinds. Rewards one 

could think of are:

Freedom to determine one’s own approach;

Financial benefits/salary;

Mobility;

Emoluments;

Opportunities;

Perspectives;

Equipment;

Status;

Others.

In sum: 

Operational conclusions allocated to particular persons that are committed and will be rewarded and that 

are known to be the ones to do what is agreed upon will be successful when their tasks are specified, 

clearly allocated and related to a perspective of specific accomplishments and forthcoming rewards.
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1. a Practical guide for 
facilitators

Self-evaluation is not real self-evaluation unless it is self-initiated and self- regulated. However, the 

introduction of self-evaluation often requires some external support. Self-evaluators may evaluate 

themselves, individually or collectively; facilitators may be needed to help them get started, support them in 

actually executing the self-evaluation, and stimulate them to reflect on this process, its effects, impact and 

learning outcomes. 

In the table below the actions of the self-evaluators are outlined on the left. The possible contributions 

which facilitators may make at each of the distinctive steps of the self-evaluation process are shown on the 

right.

Self-evaluators

Orientation
Before being able to make a start you must be 

aware of the meaning and the potential of self-

evaluation.  

Identify a few provisional areas 
for self-evaluation
It appears to be difficult to identify issues/

questions for self-evaluation. Therefore it is 

important to consider several options before 

choosing a few areas on which to focus.

Share, discuss and agree on 
starting self-evaluation.
If self-evaluation is to be a collective enterprise, 

it must be based on a common decision to 

initiate it. 

(External) Facilitators

Introduction     
Explain the concept of self-evaluation, its use, its 

philosophy, its methodology and its potential for 

professional growth.

Describe potential areas as 
appetizers 
Offering some examples of issues of self-

evaluation may help people to specify their 

own choices  e.g. does our approach work? do 

parents support our views? are students able to 

work effectively in groups?

etc.  

Gain commitment   
Make the self-evaluators aware of the necessity 

of having everybody on board before starting 

the evaluation. Suggest formats for meetings, 

discussions and decision making
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Identify your main issues and 
questions.
It is important to be sure that you do not  already 

know the answer(s) and that you are genuinely 

interested in the findings. 

Identify do’s and don’ts, and 
agree on them.
Self-evaluation may be perceived as threatening. 

This is why it is important to be explicit about 

matters such as privacy, ownership, and mutual 

respect.

Determine and make explicit what 
you feel responsible for e.g. 
actions, targets, formats.
The best way to make self-evaluation proceed 

smoothly is by identifying, and allocating tasks 

and responsibilities clearly and fairly.

Identify who will provide what 
and when.
The tasks and responsibilities mentioned above 

may be made even more specific by specifying 

the actual things each participant will have to 

contribute e.g. instruments, data, analyses, 

notes, case studies, news letter, graphs etc.

Create ownership / make it 
theirs / see to it that the 
participants make it theirs
Ask what the participants think may be the result 

of the self-evaluation. Different expectations and 

ambiguous answers add to the curiosity needed 

to make the self-evaluation a motivating quest. 

Create a safe and secure 
environment 
Provide examples of privacy statements or other 

codes of conduct relevant to self-evaluation.

Guarantee that the participants 
are in charge   

What matters in self-regulated self-evaluation 

is that those who take part feel personally 

responsible for their inputs and their 

contributions. So help them produce clear 

overviews and divisions of responsibilities, 

divided according to commitment, expertise and 

personal preference of the participants.

Help them to define tasks and 
set a schedule meeting their 
needs.
Tasks, products, inputs, time, meetings, 

deadlines and people will have to be matched 

in this schedule. Everybody must agree and feel 

comfortable with the tasks and their allocation.
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Choose something simple to 
start with.
Self-evaluations tend to be difficult. The best 

way to learn how to execute self-evaluation is by 

starting with something simple. Keep it small and 

simple (KISS), as Christa Bauer puts it.

Tell others what you intend to 
do and when the results will 
come available.
By making promises to others you will probably 

take your self identified deadlines more 

seriously. 

Make other relevant people part 
of the process in various roles
A self-evaluation is more successful if more 

people participate. By participating, people 

can take part in the learning process which 

self-evaluation intends to establish. Taking 

part can be in various roles e.g. in planning or 

data-gathering, or as a respondent, reporter, or 

moderator etc.

Seek potential solutions rather 
than jumping to one immediately
Self-evaluation leads to better understanding 

of the “how” and the “why” of a sequence of 

events. Often this understanding does not point 

directly to one solution. Participants can make 

fuller use of the newly gained insights if they 

explore several alternative directions where 

solutions, enrichment or other improvements 

may be found. 

Look for short term rewards  
Make it clear that a small self-evaluation gives 

a better chance of short-term success, and that 

this will provide an incentive for further self-

evaluation e.g. evaluate the use of the library, 

the ways you monitor the play grounds during 

breaks or  the new geography assignments, 

rather than  the school as a whole.

Invite them to tell others what 
they are doing
Stimulating the self-evaluators to promise 

specific documents at a particular moment 

creates a commitment.

Promote and facilitate social 
contracts 
Self-evaluation is a learning process. This 

process gains quality when more people 

with different perspectives and backgrounds 

participate. Moreover wider involvement 

will improve the likelihood of the successful 

implementation of the final decisions and policies 

derived from the self-evaluation.  

Provide variants, not solutions 
By offering alternative solutions or a variety of 

directions where improvements may be found, 

the facilitator activates the minds of the self-

evaluators. They will be stimulated to go through 

the data over and over again and make up their 

minds about the significance of the findings. This 

is when learning happens.
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Seek help if needed, but stay in 
charge
Self-evaluation will only be a self-evaluation, if 

the originators of the process stay in charge. 

This does not mean that no advice may be 

requested, or that no assistance is allowed. 

However, external expertise will only be brought 

in as support, not to take things over.

Monitor your process and make 
it transparent.
For everybody to be able to take part in the 

learning process which self-evaluation is 

supposed to be, it is important to keep track 

of what is going on and of the progress that 

is made. It often helps when the process is 

visualized and progress is recorded in a diagram 

or picture

Be open to suggestions without 
making immediate choices.
Self-evaluation is in many ways a dialogue. This 

dialogue supports the learning process most 

effectively if it is of an explorative nature - a 

search for possibilities rather than an argument 

or a confrontation.

Summarise your accomplishments 
and their impact regularly. It 
may add to the enthusiasm for 
self-evaluation
We have already suggested that the progress 

made can be shown in a visual form for clarity. 

Provide support without taking 
over 
Self-evaluators may be confronted with tasks 

and situations they find difficult to handle. In 

such situations they may seek help which you 

can provide. It is important to ensure that they 

stay in charge. Never decide for them. Just 

suggest possible solutions. You may only help 

them to carry out their choices after they have 

chosen a way to handle the situation

Monitor the process   
Show ways in which the progress of the self-

evaluation may be visualized e.g. time scale, 

planning sheets, etc. Remind the self-evaluators 

that the progress made refers to both the 

evaluation as such e.g. what have we done?  

and to the forthcoming learning process e.g. 

what have we learned so far?

Feedback your observations  
As facilitator you present a kind of mirror to 

the self-evaluators. Part of the dialogue in 

which they engage is with you. Try to keep 

this dialogue exploratory i.e. searching for 

explanations rather than for solutions. Ask 

inquisitive questions such as why? how does 

it work? what influences what? where may this 

lead to? 

  

Help them count their blessings 
The learning triggered by self-evaluation 

goes slowly. People tend to forget what they 

didn’t know before they became aware of new 

knowledge. Measures which reveal this progress 

and make it evident that learning is taking place 
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Now we must add the importance of motivation.

Without regular moments for reflection and 

summary when participants make each other 

aware of how far they have come and what has 

been learnt so far, enthusiasm may soon drop. It 

is good to draw breath at times.

Before the process comes to a 
stop generate new learning/
self-evaluation questions.
Self-evaluation is a permanent reflective 

process. In order to make it a continuous and 

integrated part of your work it is important to 

refocus frequently. Once the process comes to 

an end,  it may be difficult to get it started again.

Make room for different 
interests in both content and 
methodology.
If self-evaluation is supposed to be a learning 

process, it requires, just like any other learning 

process, an awareness of the different needs of 

all learners involved. Some may want to learn 

different things from others. Some may wish to 

use different evaluative methods and tools. Allow 

for such differences. Together they will enrich the 

self-evaluation.

are highly motivating. Make regular inventories 

of the present state of analysis of both individual 

and collective work. Comparison of consecutive 

inventories should show the growth in the 

quantity and quality of analysis. It will also 

improve the motivation for self-evaluation.

Set new more exciting goals  
If self-evaluation is perceived too much as a 

project of limited duration and with only one 

set of issues, it is bound to come to an abrupt 

end. So if you wish to establish self-evaluation 

as a permanent process, it is important to 

identify potentially relevant related areas and 

questions, while one is still studying the initial 

issues. One way to do so is to make such issues 

explicit and store them visibly somewhere for 

future evaluation. This allows issues to surface, 

while not interfering with the current agenda. 

It is desirable to start up new self-evaluation 

activities before the previous series of activities 

is fully completed. 

  

Differentiate according to 
interests
As a facilitator it is important that you have a 

clear picture of the level of learning outcomes 

the participants have reached. People have 

different needs that can only be met if their 

learning history is known and taken seriously. 

Here the facilitator has special role. Participants 

will often try to impose their learning needs on 

others. The facilitator may have an important 

mediating role allowing for differences and 

enhancing mutual understanding between with  

people different priorities.
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New priorities will require new 
plans, to be shared and made 
explicit
Once a self-evaluation has achieved a degree 

of completion, new plans will emerge. It is wise 

to update the plans regularly so that the process 

of planning and gaining commitment for it gets 

enough attention. It is important that the process 

remains a collective undertaking.

Discuss how you think the 
self-evaluation process is 
proceeding.
Learning how to learn is one of the “meta-

outcomes” of any self-evaluation. This implies 

that it is necessary to take time to reflect on the 

process of self-evaluation. It is good to share 

ideas on how it may be done more effectively. 

In turn this may lead to better learning, better 

teaching, better development, and better 

processes of monitoring, improvement and 

change etc.

Try to look at how others 
familiar with the concept of 
self-evaluation operate.
Self-evaluation may be a little incestuous in 

the sense that it is a process which may be too 

internally focused. That is why it is important to 

Set new time frames and allow 
freedom
During self-evaluation new issues and priorities 

arise.  Without either storing these new issues 

for the future, or including them explicitly on 

the current agenda, they may interfere with 

the current self-evaluation process.  So if they 

are not set aside for the future, it is important 

to include or integrate them into the current 

agenda. In this way the new elements will be 

subject to systematic planning, task identification 

and allocation, and will ensure that self-

evaluation is a permanent feature.

Facilitate meta-evaluation 
together
• Show them that you yourself are a self 

evaluator and learner;

• Show how this process motivates you;

• Show how this process enriches your own 

understanding;

• Show them how this process provides you with 

feedback on your own performance;

• Make your learning outcomes explicit in 

meetings or on paper, or both.

Analyze the self-evaluation process as it has 

proceeded and discuss its strengths and 

weaknesses, its opportunities and threats 

(SWOT).

Promote an external focus
Point out that there are many opportunities 

for self-evaluation and at the same time to 

be externally focused e.g. benchmarking, 

international projects as funded by Grundtvig, 

study visits for comparative evaluation, inviting 
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Commentary

These suggestions on how the facilitators of self-evaluation and those who actually initiate it may work 

together have been derived from the experiences of the SEALLL project partners and project members 

in piloting the SEALLL approach. The most important challenge is to ensure that self-evaluation is indeed 

genuinely self-initiated and self-regulated, and that it meets the learning needs of those who started it. It is 

a challenge to both self-evaluators and facilitators to respect the autonomy of the self-evaluators. It must 

be emphasized that those who succeed on doing so, also appear to be the most satisfied and effective 

self-evaluators and learners.

have the explicit objective of contacting other 

self-evaluators in other settings to see how they 

are working. 

critical friends, etc.
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2. tools for self-evaluation

Table of contents

Introduction

I. Individual and responsive methods 

Interviews and Questionnaires 

Self-evaluation Profile 

SWOT analysis 

Observation and recording  

Analysis of documents 

Learning questions related to personal development plans 

II. Individual and productive methods 

Emoticons – colour your mind 

Telling a story 

Mental map 

Flow-charting 

Presentation 

Letter addressed to yourself 

Writing an article 

Creating a web site about the project/programme 

Reflective silence STAR 

Serving as a consultant in other similar projects 

III. Collective and responsive methods 

Group interview 

Choosing positions on a line

Delphi rounds 

Sparring partner / critical friend 

360° feedback 

Thermometer 

V. Collective and productive methods 

Cards based reflection 

A play 
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A group painting 

Working with scenarios 

Critical incidents method 

Prioritizing with tokens 

Bullseye 

Body Sculptures 

Using objects as symbols 

Systemic Representation 
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Introduction

In this section there is an overview of possible methods or instruments for a self- evaluation activity. In 

this context instruments or tools are ‘evaluation instruments’ for collecting or gathering the necessary 

information. They are only self-evaluation instruments if they are used in a self-evaluation context. It is the 

context and application that turns them into self-evaluation instruments. 

The instruments in this section are not meant to be applied as such. They are examples to be adapted to 

the particular situation or institutional needs, or they can serve as the inspiration for the creation of a new 

instrument.

No matter which tool one wishes to choose, the underlying thought should be a series of things one wishes 

to know. This implies that there will be always a list of questions behind any evaluation activity. In order to 

find answers to these questions, many options are available. These options include:

Questionnaires •	

Interviews•	

Checklists for observation•	

Checklist for document analysis•	

A number of other methods •	

Self-evaluation activities may be either individual or collective or a mixture. They may also be responsive. 

This means that the respondent is involved in a way which requires responses to questions or to checklists. 

The respondent responds to what is asked, rather than producing information on the subject according 

to his/her own inner criteria. The other side of this dimension refers to a more active approach. This 

implies that the people involved in evaluation produce their own views, comments or explanations of what 

has happened and how they value it. For self-evaluation as a learning activity, it is recommended that 

participants search for a method which will best serve the collective learning process. The methods in this 

document are categorised by the four fields in the figure below.

                       individual
Questionnaire   
Interview  
Self-evaluation profile 

Responsive

Essay, report, analysis, presentation,
Photo/video impressions/ drawing/mental map/
flow charts/anecdotal records
                                         

   Productive

Group interview
Choosing positions on a line
Delphi rounds

Atmosphere cards (card based reflection)
Play
Visual products

                         collective
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I. Individual and responsive methods

                     individual

Interview  
Questionnaire   
Self-evaluation profile 
SWOT analysis
Observation and recording
Analysis of documents
Learning questions related to personal 
development plans

Responsive

   
Emoticons: color your mind
Telling a story
Mental map 
Flow-charting
Presentation
Letter addressed to yourself
Writing an article
Creating a website
Reflective silence STAR
Serving as a consultant in other similar 
projects
                                    

Productive

Group interview
Choosing positions on a line
Delphi rounds
Sparring partner / critical friend
360° feedback
Thermometer with immediate feedback
Four corner exercise

Atmosphere cards (card based reflection)
Play
A group painting
Presentation
Working with scenarios
Critical incidents method
Debate
Prioritizing with tokens
Bullseye
Sculptures
Body sculptures
Using objects as symbols
Systemic Representation

     
           collective
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Interviews and Questionnaires

What?

Interview: Asking questions to one or more people in a structured or unstructured way.

Questionnaire: A list of questions asking facts or opinions.

how?

In order to develop or choose a questionnaire, it is helpful to develop a kind of mental map of what you 

wish to evaluate. This implies that a map or diagram is drawn showing all the related factors, influences, 

concepts, actors, and their interrelations. From here it is possible to derive the main questions one wishes 

to ask. The map reveals the blanks, the doubts, the convictions, and the closed and the open questions 

in this field of “study”.  Based on this inventory priorities can be set. The questions to be included in the 

instrument can be decided. Of course there is always a lot more to be known than one can possibly 

evaluate, so it is important to be as selective as possible in choosing the items to be included.

In formulating the questions for a questionnaire or an interview, many pitfalls are present. Pay attention to 

the risk of posing the following:

Leading questi•	 ons: (Do you agree that the management is the cause of all the problems?)

Questions leading to a bias given the position of the respondents (Do you think the work load is too •	

high in this organization?)

Questions evoking politically correct answers (Do you invest your energy in students no matter their •	

background, their looks, or their socio-economic status?)

Whenever you want to use questionnaires or interviews as tools have a quick test run first. This will 

allow you to identify the sources of misunderstandings and the pitfalls. First ask a colleague to comment. 

Comments gain value if they are based on actual experience, so ask your colleague to allow you to 

administer the tool on him/her. Then have a dry run, with someone from the target group.

The matrix below shows some considerations for choosing either closed or open questions. These can 

be asked either orally or in written form. This is far from exhaustive, but it gives a basis for choosing an 

adequate instrument.

Open questions closed questions
interview To gain insight and understanding	

To form ideas to serve as a basis for further	
Investigation	
Used for relatively small groups of people	

To be able to choose between, or select  	
solutions, options, actions	
To reach decisive conclusions or to identify 	
clear options for a further survey	
To be used for small to medium sized groups	

        of respondents  
To gain insight and understanding	
To get a picture of the support for particular ideas or  	
experiences 	
To form ideas to serve as a basis for further 	
investigation
To be used among medium sized groups of  people 	

To be able to choose between, or select  	
solutions, options, actions	
To get a clear picture of majorities and 	
minorities supporting the issues raised	
To reach decisive conclusions	

        To be used for large groups of respondents 
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Example: Questionnaire

My mentor motivates me to improve my work as a teacher/ trainee 1. 

 Yes  1 2 3 4 5 No

My mentor provides me with, or shows me the way to new and useful information e.g. books, 2. 
people, sources, materials, databases etc.

 Yes  1 2 3 4 5 No

My mentor gives me useful feedback on my teaching3. 

 Yes  1 2 3 4 5 No

4.  My mentor gives me useful feedback on my learning process as a  mentee/trainee.

 Yes  1 2 3 4 5 No

In the above mentioned domains of mentoring I would like to suggest the following improvements to my 
mentor:

On motivating I suggest:

On pointing the way I suggest:

On feedback on teaching I suggest:

On feedback on my learning process I suggest:
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Example: Interview

In this interview I would like to reflect with you on the series of mentoring sessions we had so far.  I would 

therefore like to focus on:

The process of mentoring•	

The content of our sessions•	

The learning outcomes of this process•	

At the end I would like you to reflect on the kinds of learning experiences you will need in the •	

sessions that are still to come.

I have some questions to which I would like you to react. Please feel free to express whatever comes to 

your mind.

Process

Can you describe the mentoring process we went through?•	

Do you feel you have had the opportunity to discuss what you think is important?•	

What do you see as my role, and what as yours, in this process?•	

Have the sessions met your expectations and your needs?•	

Content

What have we talked about during our sessions?•	

Has this been of value to your learning and teaching?•	

Have we missed anything you would have liked to have included?•	

If so, what would you like to put on our next agenda?•	

Learning

Could you mention some of the things you learned from our sessions?•	

What do you consider the most important outcome?•	

Perspective

Given what you have learned so far, what do you consider to be the next step?•	

What do you hope the coming sessions will offer you?•	

Shall we now try to plan our agenda for our future sessions?•	
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Self-evaluation Profile 

What?

The self-evaluation profile is a list of questions you can ask yourself about yourself. These questions can 

be about your learning, your competences, your vision on a certain subject, your personality, etc. Filling in 

the form increases personal awareness.

how?

The list of questions must be filled in by the person who wants to know more about him/herself. 

Example: Tick the numbers you think are applicable.

As a mentor I am sensitive to, and able to connect with 1. 
mentees during mentoring sessions
I am able to motivate mentees, both in the sense of 2. 
giving correct information as well as in radiating their 
own enthusiasm
I am a good inquisitive learner demonstrating my abilities 3. 
as a model
I am a skilled teacher, able to demonstrate my ability4. 
I can listen well and empathically to my mentees5. 
I can observe accurately the behaviour of the mentees in 6. 
practical  situations and during mentoring sessions
I am open minded in my evaluation and judgement of the 7. 
behaviour and personal characteristics of the mentee
I am able to give adequate feedback (given the particular 8. 
needs of the mentee during mentoring sessions)
I am able to find a balance between comforting and 9. 
confronting (My feedback makes things move rather than 
get stuck) 
I can be clear and concise in my messages (I reveal 10. 
things rather than hide them)
I am highly committed but don’t get involved too much 11. 
with mentee matters and mentees
I have a professional interest in mentoring; I value my 12. 
role as a mentor and act accordingly.
I am able to work strategically and systematically13. 
I am aware of the theories they use. They are aware of 14. 
the underpinning of their actions and act accordingly.
I am able to reflect upon my work and on its theoretical 15. 
basis.
I am able to relate the information observed and 16. 
gathered in the mentoring sessions to school 
development, school policy and to their professional 
knowledge base.
I am able to deal with many kinds of diversity e.g. 17. 
gender, cultural, style, age, stage, social background.
I am evaluative and critical about my own work18. 

Yes                                  No

1.     2.     3.     4.     5.

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5
1.     2.     3.     4.     5
1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5
1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5

1.     2.     3.     4.     5
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SWOT analysis

What?

In a SWOT-analysis (Strengths, Weaknesses, Opportunities, Threats) you discuss strong and weak 

aspects in your mentoring practice, and also your main opportunities and threats.

The goal of opportunities is to enhance or keep the strengths and eliminate the weaknesses. Threats will 

decrease strengths and create weaknesses. 

how?

Give a short explanation per aspect. Let everyone fill in the matrix below, individually or in a group. Discuss 

in what ways the opportunities and strengths can neutralize or  eliminate the weaknesses and threats.

Strengths
  •	
  •	
  •	

Weaknesses  
•	

  •	
  •	

Opportunities
  •	
  •	
  •	

Threats   
•	

  •	
  •	



- 69 -

Observation and recording

What?

If you wish to know the level of participation of learners during classes/meetings; or the drop out rates; or 

the proportion of time trainers devoted to lecturing and other more interactive methods, it is possible to 

record data, or to observe what happens. 

how?

In order to make observations a reliable way of gathering information, it is necessary to define clearly what 

you are looking at. There are many excellent books available on how to develop observation schemes 

properly. It is beyond the scope of this document to provide lists here. 

Some questions you will have to keep in mind in either choosing or developing an observation scheme are:

What do I wish to know?•	

What behaviour, or facts, do I have to observe in order to know it?•	

How do I define this behaviour in terms of identifiable elements e.g. visible, tangible, other?•	

Do I wish to know whether things happen, or also when they happen and how often they happen?•	

Compared to other instruments and methods, observation is prone to be subjective unless observers 

make a prior effort to standardise their observation. By having pilot studies, or by having two observers 

independently observe the same events, you can able to judge how suitable and reliable your instrument is 

likely to be.

By looking at the data and analysing it independently and then comparing the judgements, you may also 

see how valid the tool may be. If what you have observed appears to be related to another thing you 

consider as a related concept, the instrument proves to be even more valid. If, for instance, the observation 

of absenteeism appears to show a clear relationship with the outcomes of a questionnaire on school 

motivation, this supports the validity of the instrument to record absenteeism and, the other way around, 

the questionnaire on school motivation.
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Analysis of documents

What?

Basically the analysis of documents is also a kind of observation. This time documents rather than 

behaviour are observed. 

how?

Again the main point to keep in mind is to be very concise in the definition of what you are looking for in the 

documents. Again similar things are important:

Identify what you wish to know•	

Determine how this is shown in the document•	

Decide how you are going to do the analysis - just a scan, or word by word?•	

Consider whether you would like to know, not only whether things are mentioned but also how •	

often, by whom, or in what context
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Learning questions related to personal development plans

What?

Organisations rarely have the habit of encouraging or allowing their staff to identify learning questions. 

If the teachers, trainers, managers and others concerned know what they want to learn, they focus 

much better on the relevant experiences in their work and make progress. Often the learning goals and 

objectives of the professionals are left vague and ambiguous. This is counterproductive for effective 

learning, and as a consequence for the organisation’s quality and its ability to change.

It is useful to give people time to define their learning questions, and also the support to do something with 

them!

how?

The definition of learning questions can be done individually. However, it is recommended that they should 

be shared with a colleague. It is also important to identify what should be done to reach the learning goals. 

Example

What I want to learn is:

Learning goal:

How will I know I have reached the goal?

What do I want to do?

What support do I need?

What is my time schedule?
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II. Individual and productive methods

                     Individual

Interview  
Questionnaire   
Self-evaluation profile 
SWOT analysis
Observation and recording
Analysis of documents
Learning questions related to personal 
development plans

Responsive

   
Emoticons: color your mind
Telling a story
Mental map 
Flow-charting
Presentation
Letter addressed to yourself
Writing an article
Creating a website
Reflective silence STAR
Serving as a consultant in other similar 
projects
                                    

Productive

Group interview
Choosing positions on a line
Delphi rounds
Sparring partner / critical friend
360° feedback
Thermometer with immediate feedback
Four corner exercise

Atmosphere cards (card based reflection)
Play
Visual products
Working with scenarios
Critical incidents method
Debate
Prioritizing with tokens
Bullseye
Body sculptures
Using objects as symbols
Systemic Representation

     
                    Collective
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Emoticons – colour your mind

What?

This tool helps you to reflect on several aspects of mentoring. 

how?

Mark or colour your emotion with symbols or felt-tipped pens  

•  if you’re feeling happy about it,   if you experience neutral feelings (or if you just don’t know),    if 
you’re not happy. For any other emotion, fill the empty emoticon  .

You can ask people to complete this and you then analyze the reactions.

Example

What feelings do you experience during mentoring regarding…

mentor       			

mentees       			
  

toPics       			
        
activities       			
         
discussion       			
       
FeedBacK       			   
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Telling a story

What?

This method is a creative way of telling a story. This process helps you to tell your story (again to yourself) 

or to others. Leading questions can be: 

How did you become a trainer? 

What was your learning process? 

What kind of development do you recognize? 

Any difficulties?

how?

Make a ‘comic’ of the way you learned to be a mentor, from the beginning to the present. 

Example 
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Mind map 

What?

A mind map contains everything you can think of about the topic you’ve chosen.

how?

Choose a topic. Start brainstorming and write down every association you have. Along the way, or 

afterwards, you can categorize the associations. You can do this individually or in a group.

Example

A mind map looks like this:
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Flow-charting

What?

This instrument is used to get an overview of items which should be included in an evaluation, or to define 

the steps to be taken in a process. 

how?

There are two ways of flow-charting:

The reflective flow-chart: 

A reflective flow-chart can be helpful when there is a problem linked to personal resistance. This flow-chart 

is a schematic overview of questions which have to be answered in relation to the defined problem. This 

way we can get a number of project instruments (in case the problem is clearly defined) or a number of 

evaluative instruments (scenarios).

The disaster scenario is helpful when people think that everything is perfect. It makes people reflect about 

what can happen if things go wrong. 

What if…. nobody is interested in our programme, the programme has no relation to the practical situation 

of the learners, nobody can understand our philosophy,?…. 

What has to be done to keep us from disaster?

The ideal scenario is used when people recognise the problem, but don’t know where to start. They reflect 

on what could be ideal. 

It would be great if…. there is a direct relation between our programme and the practical needs of the 

students, the students are encouraging their colleagues to attend our open programme,… 

What must be done (or what do we need to know) to achieve this ideal situation?
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The worst situation is when people are not willing to improve. In this case there is a lot of work to do. This 

means that the whole discussion about the value of self-evaluation has to take place in order to define its 

benefits and to create a positive environment for self-evaluation. All obstacles must be removed to turn 

self-evaluation into a learning process.

The constructive flow chart1. : 

This is used when the evaluation needs several steps. An example is communication about an educational 

programme on more than one topic and at several moments in time. The participants in the evaluation are 

asked to write down the different steps in the process on post-its. Then, in a plenary discussion, the steps 

are put in the right order. As soon as all agree, indicators and responsibilities can be added to the chart.

Example:

The different steps of how a training programme is executed were put onto a flow-chart. In light of the 

external communication about the training, the indicators are linked to every step. Norms are discussed for 

each indicator and then compared with the outcomes. e.g. the expectations of the learners are different to 

what we had mentioned in the programme. Consequently the text on the website has to be adapted to the 

content. 

We also want the learners to have a basic knowledge before they come to the training for advanced 

learners. How can we communicate this requirement in a positive way?
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Presentation 

What?

Tell others about what you have learned, want to learn, have observed, etc. The advantage of a 

presentation compared to an article is the discussion it triggers. The dialogue that follows is one of the 

richest ways of learning from experience.

how?
Be sure you have an interested audience. Tell your story and encourage feedback.

Letter addressed to yourself

What?

People write a letter to themselves about what they have learned or want to learn. This improves both 

learning and the impact of the evaluation.

how?

Ask people to write a letter to themselves including statements of what they have learned or what they 

intend to go and do with what they have learned. The letters are collected by the trainer. This letters are 

then sent to the writer a few days later.  

 

Writing an article

What?

Nothing is more evaluative than to have to present an experience on paper. This requires analysis, 

comparisons, reflections, formulation, and articulation.

how?

You write an article to be published in a newsletter or journal. You can ask all members of a group to do so 

and create a reflection book together.
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Creating a web site about the project/programme 

What?

The involvement of new technologies adds to the quality of this instrument. Furthermore it serves a similar 

purpose to writing articles or making a newsletter: writing down experiences to share them with others is 

very supportive of the learning effect. 

how?

Create a website and write items.

Reflective silence STARR 

What?

Description of: Situation, Time, Actions, Results, Reflection (STARR)

It sometimes is very useful to build in silences in the rush-rush, hectic race of daily professional life. Use 

these moments to reflect and write down what you wish to remember from the experiences you went 

through. Consider alternative actions and reflect on them.

how?

Give everyone a piece of paper. Ask for absolute silence. Use this method at the end of a course for 

example.

Serving as a consultant in other similar projects

What?

Helping others actively in evaluation is often a very good way to analyse your own situation. Because 

others will want your advice, you will have to be very explicit about what you think may work out, and what 

you think won’t. Questions will be asked about your evidence and the background to your advice. Thus you 

will have to make up your own mind systematically.

how?

Be sure you know what the other team expects from you. What is to be evaluated? Also be transparent 

about your learning motives.
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 III. Collective and responsive methods
     

                     Individual

Interview  
Questionnaire   
Self-evaluation profile 
SWOT analysis
Observation and recording
Analysis of documents
Learning questions related to personal 
development plans

Responsive

   
Emoticons: color your mind
Telling a story
Mental map 
Flow-charting
Presentation
Letter addressed to yourself
Writing an article
Creating a website
Reflective silence STAR
Serving as a consultant in other similar 
projects
                                    

Productive

Group interview
Choosing positions on a line
Delphi rounds
Sparring partner / critical friend
360° feedback
Thermometer with immediate feedback
Four corner exercise

Atmosphere cards (card based reflection)
Play
A group painting
Working with scenarios
Critical incidents method
Debate
Prioritizing with tokens
Bullseye
Body sculptures
Using objects as symbols
Systemic Representation
 

     
                     Collective
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Group interview

What?

A group interview involves asking questions to a group of people to acquire information. Choose this 

method if you want people to inspire each other and to share information. It also saves time compared to 

individual interviews.

how?

To lead the discussion well, you must be sure about what you want to find out. Introduce the purpose of the 

interview. Ask your questions, open or closed. Ensure that people stick to these questions. 
 
Example

Dear fellow mentees,

In this group interview we would like to share with you your experiences with, and evaluation of the work of 

the mentor during this mentoring period.

In this group interview we would like you to share your experiences in working with the mentor, and also 

make evaluation of the work of the mentor during this mentoring period. To do this, we have prepared a 

questionnaire. 

We suggest the following procedure:

We will meet, but then complete our questionnaires individually;•	

We will discuss our answers and our motivation behind the answers;•	

We will have the opportunity of adding to our answers, but not changing our original answers, only •	

adding;

We share the changes in our opinions, if any;•	

If applicable we will identify common recommendations to pass to our mentor.•	
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The questionnaire (same as the individual tool)

My mentor motivates me to improve my work as a teacher/ trainee 1. 

 Yes  1 2 3 4 5 No

My mentor provides me with, or shows me the way to new and useful information e.g. 2. 
books, people, sources, materials, databases etc.

 Yes  1 2 3 4 5 No

My mentor gives me useful feedback on my teaching3. 

 Yes  1 2 3 4 5 No

4.  My mentor gives me useful feedback on my learning process as a mentee / trainee.

 Yes  1 2 3 4 5 No

In the above mentioned domains of mentoring I would like to suggest the following 
improvements to my mentor:

On motivating I suggest:

On pointing the way I suggest:

On feedback on teaching I suggest:

On feedback on my learning process I suggest:



- 84 -

Choosing positions on a line.

What?

To show where people stand both figuratively and literally and their opinions and perspectives, you can 

ask them to choose a position on an imaginary line on the floor in the room. Thus you force them to take a 

position. In this way you make visible what differences exist in the group.

how?

Make sure that it is clear what each pole of the imaginary line means: yes/no, 0 %/ 100%, etc.  Ask a 

question or make a statement. Invite people to choose a position on the line. Ask around: why did you 

choose this position?

Example

Delphi rounds

What?

A Delphi round is a method to explore the opinions of people. People give their opinion individually. There 

are several rounds. In each round the given opinions are shared on paper, so that this can influence the 

way people think and their opinions in subsequent rounds.

how?

Take a look at the example.

Example

To reach the objective of this mentoring process you have to travel through a long 

learning process. If we compare the length of that travelling process with the length of this 

room starting from this wall to that wall, how far have each of you come so far?

Please show your answer by choosing your position on the line between the walls. We 

invite you to go and stand at the position where you feel most comfortable.

Some of you will then be asked to explain why you have chosen the position in which you 

are standing.

The procedure will be completed by sharing a few thoughts on how we evaluate the 

situation as indicated by the positions chosen e.g. have we come far or not very far? 

where might we speed up or do better?  what are we proud of ?
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Sparring partner / critical friend

What?

Having someone to talk to, to have debates with, to share doubts with, to share your professional kicks 

with, enriches the learning process enormously. 

how?

Look for a person who asks you the kind of questions which help you learn. You can talk. You can also 

invite someone to a meeting to observe and afterwards evaluate together.

Goal

To develop a common view on what good mentoring is 

Question

What do you think are important features of good mentoring?

Process

Everybody is invited to add one feature to a list that will then be written on a flip-chart;

When your turn comes round again, you may also add a tick to one of the points already 

mentioned by others, but not yourself;

We will make at least two rounds of the group;

Then, in the final round, everybody is asked to tick the three features they think are the most 

important.

In this way we get an overview of the:

• important features of good mentoring;

• support of the respondents for the particular points mentioned;

• relative importance of the points as indicated by the respondents.
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360° feedback

What?

This is a deliberate confrontation between the observations or views of a professional and the observations 

or views of superiors, colleagues, subordinate staff or students. The focus is on the difference perspective 

to which the different positions might lead, in order to understand better the dynamics of the world in which 

the participants operate.

how?

Decide on the items on which you want feedback. Develop a form, perhaps like the example below. Fill in 

the form yourself. Ask at least three people around you to give feedback. Compare the results, and then 

identify your strengths and weaknesses.

Example
Mark five qualities that are very well developed and five that need development. 

This is to be filled in by yourself, your manager, a teacher colleague and a student.

To be developed Qualities of me as a mentor Developed well

As a mentor I am sensitive to, and able to connect 1. 
with mentees during mentoring sessions
I am able to motivate mentees, both in the sense 2. 
of giving correct information as well as in radiating 
their own enthusiasm
I am a good inquisitive learner demonstrating my 3. 
abilities as a model
I am a skilled teacher, able to demonstrate my 4. 
ability
I can listen well and empathically to my mentees5. 
I can observe accurately the behaviour of the 6. 
mentees in practical  situations and during 
mentoring sessions
I am open minded in my evaluation and 7. 
judgement of the behaviour and personal 
characteristics of the mentee
I am able to give adequate feedback (given the 8. 
particular needs of the mentee during mentoring 
sessions)
I am able to find a balance between comforting 9. 
and confronting (My feedback makes things move 
rather than get stuck) 
I can be clear and concise in my messages (I 10. 
reveal things rather than hide them)
I am highly committed but don’t get involved too 11. 
much with mentee matters and mentees
I have a professional interest in mentoring; I value 12. 
my role as a mentor and act accordingly.
I am able to work strategically and systematically13. 
I am aware of the theories they use. They are 14. 
aware of the underpinning of their actions and act 
accordingly.
I am able to reflect upon my work and on its 15. 
theoretical basis.
I am able to relate the information observed 16. 
and gathered in the mentoring sessions to 
school development, school policy and to their 
professional knowledge base.
I am able to deal with many kinds of diversity 17. 
e.g. gender, cultural, style, age, stage, social 
background.
I am evaluative and critical about my own work18. 
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Thermometer

What?

People can give an opinion by placing a mark on a drawing of a thermometer. This provides immediate 

feedback. Possible questions : how do you value this workshop? What level of development have you 

reached in these two days?

how?

Draw a thermometer on a flipchart to indicate how participants value the event in which they participate. 

The flip chart is turned away from the people and one by one they pass along the flipchart to mark their 

position on the line of the “thermometer”. You can choose whether you want to identify the dimension 

on which they score or leave that open. Afterwards you turn around the flipchart and the distribution of 

positions on the line drawn is visible to everybody and may be discussed and clarified.
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Four Corners

What?

This allows you to make the different opinions of individuals on a given topic more easily visible to a larger 

group of people. It can be done with large and smaller groups, using a whole room or, alternatively, paper 

or a board with stickers or markers. Groups of at least ten make it more interesting. 
 
how?

You pose a question e.g. how far have we met your expectations? and then formulate a ++ / + / - /-- 

position, one for each corner of the room. Then allocate a corner of the room to each position, and ask the 

participants to position themselves in relation to the indicators. Finally, take the role of a roving reporter to 

ask individuals why they have chosen the particular position.

Alternatively, you can put the question and positions on a large graph on a whiteboard or flip-chart. Then 

ask people to make their positions (i.e. opinions) visible with a sticker or marker-pen. Then you ask them 

for comments or reasons explaining their choice. 

Example

How far have we met your expectations?

++: very much so; + : satisfying; - okay, but some dissatisfaction; -- : not at all

++ + - --
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iV. Collective and productive methods 

Individual

Interview  
Questionnaire   
Self-evaluation profile 
SWOT analysis
Observation and recording
Analysis of documents
Learning questions related to personal 
development plans

Responsive

   
Emoticons: color your mind
Telling a story
Mental map 
Flow-charting
Presentation
Letter addressed to yourself
Writing an article
Creating a website
Reflective silence STAR
Serving as a consultant in other similar 
projects
                                    

Productive

Group interview
Choosing positions on a line
Delphi rounds
Sparring partner / critical friend
360° feedback
Thermometer with immediate feedback
Four Corner exercise

Atmosphere cards (card based reflection)
Play
A group painting
Working with scenarios
Critical incidents method
Debate
Prioritizing with tokens
Bullseye
Body sculptures
Using objects as symbols
Systemic Representation

 
                     
                    Collective
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Cards based reflection

What?

People are invited to reflect on a process through a picture, an image. This enlarges their creativity.

how?

From a selection of cards people are invited to choose one card which in a way matches their impressions 

of the process. 

Participants are invited to explain in plenary why this particular card was chosen.

After everybody has explained their impressions, the dialogue turns to the final question:

What does this tell us about the process so far and does it give any clues as to how to proceed with it in 

future?
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A play  

What?

Reconstructing an experience or a process in order to discover the important elements.

Example

bEFORE & aFTER

Perform a play in groups of about five people. How did you feel/ think about your teaching before we 

started the mentoring sessions and how are you feeling/ thinking about your teaching now? Show the 

differences!

Try to be specific and imaginative. You may think of a plot, the setting, the characters involved, the text, but 

also body language, props, etc.

To help you organize and develop the play, fill in this table together:

BeFore aFter

  •	

    •	

  •	

 •	

 •	

 •	
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A group painting

What?

Making a painting in sub-groups in order to define characteristics of a process.

how?

People are asked to form groups of three or four. Their assignment is to create a painting together 

which shows the main characteristics of the process and its context; and also the roles of the trainer and 

participants within it.

It is important that the painters in each group do work on one painting on which they agree.

After the paintings are completed a dialogue must be encouraged between the subgroups of painting 

participants about the meaning and the implications of the paintings. It is important to point out that this 

is really an attempt to reveal central issues and not just fun! Nevertheless the process will be fun and 

probably even more so if you succeed in making it meaningful. It is not the artistic quality that matters, but 

the message and the meaning.

Working with scenarios

What?

One aspect of learning is having the ability to do things better in future. Developing future scenarios 

immediately turns present experiences into options for the future. This facilitates the transfer of what 

is learned to future actions, and / or decisions about the future. It is desirable to develop two or three 

alternative scenarios rather than one, This enables participants to promote the dialogue needed to provide 

the rich learning context which makes self-evaluation a learning experience.

how?

Invite people to think in a ‘what if…?’ mode. Write down, or draw things. Make sure the scenarios are 

consistent.
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Critical incidents method

What?

This methods enables you to reflect on important situations that have occurred or will occur. What is done? 

What should be done? What do we have to know and be able to make this work? etc.

how?

Reconstruct events from your own experience and identify critical moments when you had to make 

decisions. Ask others to think about what they would have done in the same situation. Say what you did, 

and compare your decision with the choices others would have made. Identify what this implies for future 

action.

Prioritizing with tokens

What?

Allocating money as a token of the priorities given to different parts of the project. Dividing money clearly 

shows the values given to various aspects of schooling. It is a way to make the value given to things more 

visible. People tend to be willing to fight really hard about money. The fight over money makes it clear 

where people put their priorities. The debate about why and about the evidence is what this exercise is all 

about. This is what provides the learning and the clarification of the positions of the participants.

how?

Point out the items for which money can be given. Tell people how much money they have. Ask them to 

decide how much money will be given for each item. Afterward, discuss the results.
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Bullseye

What?

You can use this method when you want to know the opinion of a group on, for instance, a meeting 

or a conference. All participants are asked to give an opinion about the content, the programme, the 

organization and the climate. Up to four questions are possible on one bullseye, but it is possible to use 

only one or two or three. The opinion is given with a sticker placed on a bullseye, as illustrated below. 

Remarks can be written down on a piece of paper hanging besides the bullseye. The results of the 

evaluation are visible immediately. A group discussion can follow. 

how?

Create a bullseye and allocate it at a central place in the room. Put an empty piece of paper beside it. 

Make sure that every participant has as many stickers as you have questions.  Give a brief explanation 

of the items to be scored. Invite people to put the stickers on the bullseye and also to write down any 

remarks. Afterwards, analyze the bullseye together and draw conclusions. 

Example
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Body Sculptures 

What?

You can use this method to express group ideas with actions rather than words. People can be asked to 

work in groups of up to eight people e.g. to form a sculpture with their bodies expressing the quality of their 

teamwork, or the training event. 

how?

It is good to have two or more groups. Allow some ten to fifteen minutes for preparation for each group. 

When one group shows their “work of art” the other group forms a circle round it or walks round the 

sculpture and is invited to make comments on what they see. The “sculpture” freezes. This means that 

people are not supposed to move or talk, but just listen. When there are no more comments the “sculpture” 

melts. Its members are allowed to react to the comments, or explain what they wanted to express and what 

has not been seen by the observers. Very often these comments prove to be enriching, as they provide an 

outside perspective.

Using objects as symbols 

What?

Choosing and touching an object expressing your feelings at the end of a training day or similar event helps 

people to connect with the right hemisphere of the brain. The method creates an intensive atmosphere 

and the curiosity to listen to others. It helps relieve conflict situations, while people still enabling people to 

express their satisfaction or dissatisfaction.

how?

Provide a variety of small objects (e.g. office material, paper clips, a pair of scissors, markers, a CD, 

sunglasses, lipstick, a feather, flowers, …). Make sure you have more objects than people present. Ask 

everybody to choose an object which in their opinion is best expressing the question asked. Then ask them 

to sit in a circle, show their object and express in a one or a few sentences why they have chosen this 

symbol. This can be done with up to 40 people. With more, concentration and attention seem to fail. You, or 

a rapporteur, need to take notes about the symbols and the reasons for choosing them.
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Systemic representation 

What?

According to systems theory one person can represent a whole system. So at the end of a session or 

course, you choose concrete positions representing either

inside perspectives e.g. working atmosphere, content, methods, or 

some outside perspectives e.g. the education system, a superior,  somebody affected by our work, the EU-

commission or 

abstract phenomena e.g. quality, community, progress, God  
and ask a person to represent this view. 

how?

Ask people to represent “their” topic. Give them a few minutes to reflect. Then make them sit or stand so 

that everybody can see them and allow them a few minutes to describe, everything from their perspective. 

Finally, ask all other people for reactions e.g. any  surprises or confirmation, and then simply to add what 

went through their own minds while this was happening.



You can download this manual from the SEALLL website: www.sealll.eu for free in .pdf 
in English, Dutch, Lithuanian, Polish, Turkish, Swedish and German.
This site also provides useful links, a format for self-evaluation processes and practical 
examples.
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