
Trauma-Informed 
Program Development & 

Evaluation



Introductions

Hi, I’m Gabby. I’m a Research Associate at Mockingbird Analytics 
where I support organizations in evaluating their programs and 
using data to guide decision-making. I have a Master of Public 
Health from USC with a focus on biostatistics and epidemiology, 
and my background includes harm reduction research and 
mixed-methods evaluation. My work centers on collaborating 
with partners to ask meaningful questions, collect useful data, 
and translate findings into action. I especially love taking 
complex, high-level findings and turning them into clear, 
practical insights that help nonprofits understand what’s 
working, what’s not, and where to grow next.
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Learning Goals For This Workshop
Returning to the focus to the people/communities you serve

1. Goal #1: Identify the foundations of 
trauma-informed program development

2. Goal #2: Examine a new model/framework of 
trauma-informed research & evaluation practice

3. Goal #3: Design a trauma-informed evaluation 
practice for your work 
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What are SMARTIE goals?
Statements to generalize your expectations of outcomes to drive impact

SMARTIE Goals

Strategic

Measurable

Ambitious 

Realistic

Time-Bound

Inclusive

Equitable
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Charity not Solidarity: Historical 
Pitfalls to Program Design

Let’s learn from past mistakes, not replicate them…

Historically, the program design 
process has failed to address 
myriad and complex needs of 
communities and thus sees 
communities from a place of 
dis-empowerment, needs, and 
disadvantage.

New models are needed in order 
to avoid:
1. White saviorism in program process and 

leadership

2. Deficit-based perspectives that see 
communities only from what they lack or 
need

3. Trickle-down approaches to community 
investment/resource allocation

4. Education as a replacement for 
legislation and policy.
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Solidarity not Charity:  
Trauma-Informed Approaches

If you have come here to help me, you are wasting your time. But if you have come 
because your liberation is bound up with mine, then let us work together.

-Lilla Watson



Trauma 
From the Greek word "wound"

Physical and psychological stress reactions 
resulting not from what happens to you but 

what happens inside of you as a result of what 
happens to you

- Adapted from Dr. Gobor Maté and SAMHSA



Six Guiding Principles to a Trauma-Informed Approach
Not a checklist but a process...

Th

Safety
Creating the conditions to 
support people - 
psychologically and 
emotionally

Trustworthiness & 
Transparency
Trust is based on the ability to 
be forthright with information 
and process

Peer Support
Ensuring opportunities for 
peers to connect, share stories, 
and unite

Collaboration & 
Mutuality
Opportunities are created 
"with" not "for" people

Empowerment - Voice 
& Choice
A sense of interdependence 
based on increased agency

Cultural, Historical & 
Systemic Issues
Embracing the effects of 
oppression (racism, sexism, 
transphobia, etc.)
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1. Relationships
Builds honesty, trust, 

and community

2. Knowledge Building
Assess community needs, context, 
priorities & outcomes

3. Collective Care & 
Power
Brings people together 
to share and distribute 
ideas

4. Innovation & 
Adaptation

Leverage 
evidence-based 

methods and 
innovative strategies 

to respond to 
learnings 

5. Continuous Improvement
Maintain fluidity by constantly evaluating 

outcomes and adapting methods

Steps for Designing A Trauma-Informed Process
An integrative approach to supporting communities



Breakout Discussion

What assumptions & 
experiences do you have with 

research & evaluation?



Participatory Action Research & 
Impact Evaluation

Why is this it's own goal in our strategic plan?



History: Participatory Action Research (PAR)
Learn By Doing

Integrating research with action for justice 
& equity

Rooted in the Global South to resist 
colonialism and economic exploitation

“The educational 
component of the 

revolutionary process” 
–Paulo Freire



The Secondary Purpose of Evaluation:
Funding and Reporting Impact

• This is the biggest driver of most organization's 
evaluation activities

• There is significant opportunity for losing our 
trauma-informed and anti-oppressive lens to please 
funders

• An opportunity to educate funders on practices that 
advance our community's values

• Evaluation is often funded through "technical 
assistance" and "capacity building funds" and can 
be built into the budget of many grants 
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The Main Purpose of Evaluation Within Nonprofits
It should share data and tell a story to assist with improvement...AKA Best Practices

• Thoughtfully reviews or examines a 
program - in as much detail as possible. 

• Illuminates areas of success and any 
areas in need of improvement

• Utilized to make informed decisions 
about effectiveness and plans for 
change/improvement.

14



A Third Developing Area of Evaluation
Data regarding harm has been held/collected by entities with unequal power relationships

Reporting to 
Funders

Best Practices Historical 
Documentation
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Five Major Approaches 
to Evaluation

Common 
Practice Description

Formative Completed during the development and implementation of 
a program with the goal of improvement (effectiveness)

Summative Occurs at the end of a program to assess 
learning and the achievement of goals. 

Process
Helps to determine whether the program has been 

implemented as planned and with the intended 
results. 

Outcome Determines the effectiveness of a program in creating 
change such as items identified in a strategic plan. 

Impact Assesses how outcomes can or can’t be attributed to 
the program - intended and unintended effects. 
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Participatory Action Research

• Challenging power structures 
that silence communities

• Identify problems

• Analyze for root causes, 
patterns, and growth

• Act on long-term solutions

• Reflection



Understanding Historical Pitfalls 
to Program Evaluation

Let’s learn from past mistakes, not replicate them…

Historically, program evaluation has 
focused on a minimal set of 
approaches or metrics that determine 
impact but don’t always share the 
full-spectrum of effect that 
programming has on people, 
organizations and communities.

New models are needed in order to 
address:
1. The potential for harm caused to communities

2. Lack of accountability to clients, recipients or 
community members

3. The effects a single, rigid approach has on 
maintaining the status quo

4. The ramifications of reporting to external bodies 
that are unaware of a community’s specific 
historical experiences recreating harm and 
further exploitation.

5. Evaluation for reporting rather than best 
practices.

©2025 Proprietary and Confidential. All Rights Reserved. 18



What constitutes data?



Research 
Justice
DATACENTER



What Are The Key Terms?
Shared definitions help make the process approachable…

Terms Description

Outputs 
These are the measurements that define how 
often serves are delivered and to whom. Your 
organization has control over these numbers. 

Outcomes
These are the measurable achievements that the program 

accomplishes as a result of the delivery of services. 
Typically measured in numbers or quantitatively. 

Affects/Effects
These are thoughtful descriptions of the ways 

programs enrich or enhance human experience as 
a result of a program. Typically seen through 

words and phrases or qualitatively. 

Data 
Discrete units of information that are most 

commonly seen as numbers but are also words, 
sentences, and/or phrases. 
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Data Collection
What kind of data should you be collecting, and what should you do with it?



What Kind of Data Should I Collect?

Qualitative
1. Did the program change participant's 

knowledge, attitude, or behaviors?

2. What did the participants learn or 
gain?

3. What effect did the program have on 
participant's lives?

Quantitative
1. How many people participated?

2. Who participated? (demographics)

3. When were services delivered? 
(frequency)

4. Where were services delivered? 
(geography)

5. In/Out data (outside of just intake and 
entry)
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Common Methods of Data Collection

1. Pre- and Post-Program Surveys

2. Focus Groups/Listening Session

3. Interviews

4. Observations

5. Case Studies

6. Document and Record Analysis - 
secondary sources

7. Institutional Data (primary sources)
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Getting Beyond Surveys
Adaptations

• Calendars

• Letter Writing and Sorting

• Citizen Juries

• Dot Voting

• Most Significant Change 
Stories

• Participatory/Power/Body 
Mapping

• Plus/Delta

• Photovoice

• Well Being Rating

• Daily Diaries
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Best Practices for Collecting Data

1. Make sure the goals are clear

2. Use as many close-ended 
questions as possible in surveys 
and open-ended in interviews

3. Don't double-barrel questions

4. Use neutral expressions and plain 
language. Do not be overly wordy.

1. Test your instruments

2. Ensure respondent privacy

3. Do not forget to obtain consent 
from minors and for sensitive info

4. Keep your data collection 
reasonable in length

5. Incentives for participation are an 
equity issue
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Additional methodological challenges
Don't let these undermine the validity of your evaluation

• Correlation vs. causation

• Biased data

• Sample sizes

• Asking the wrong questions

• Asking the same questions

• Losing sight of your mission 
among the numbers

• Not having research questions

• Forgetting to learn from data
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Collecting Data With Communities

Use Appreciative Inquiry
1. Dream- what is the ideal?

2. Design- how do we get there?

3. Deliver- implement suggestions and note where 
ideas came from

Hold Systems Accountable
Policies and systems often create conditions for 
interpersonal, institutional, and structural 
violence. We want to center those systems in 
our evaluations to hold them accountable for 
transformative change

Consent practices
• Avoid deficit based language

• Allow story tellers to edit content

• Push back against required storytelling that is 
exploitative 

• Address institutional reasons

• Include corrections to the language in the 
narratives of reporting
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Time to Celebrate: Disseminating the Data

• Create reporting plans

• Identify stakeholders as 
audience

• Share information across 
different platforms

• Reflect & Iterate



What does an evaluation goal look like?

The evaluation goal should be designed to meet the 
needs of communities.
Goal:  Design and implement a community feedback process 
where services are regularly re-evaluated

Ensure that metrics are defined robustly 
through a lens of equity. 
Goal: Update evaluation process to include policy analysis
Strategy: Get feedback on question framing and language

Evaluation goals need to reflect the 
organization’s desire to reduce and eliminate 
harm.
Goal: Hire lived experience staff to engage community in 
evaluation efforts

Embrace that changes in how we evaluate 
requires a flexible response for what we may 
not expect to learn.
Goal: Design a new method of evaluating impact
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Questions?



Please share your feedback!


