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Program Impact Analysis Template
Program managers, evaluation staff, and report reviewers

Define the question before the story
Use verified aggregate data and preserve what it can and cannot show.

Reporting setup
Program: _____________________ Period: ________________________
Audience and decision: _________________________________________
Question we need to answer: ____________________________________
Program/data owner: ___________________________________________
Approved analysis environment: __________________________________

Activity, output, outcome
Activity is what the program does, such as a workshop. Output is a direct count, such as workshops
delivered. Outcome is a change measured for participants, such as reported confidence. Evidence
of an outcome does not automatically establish that the program caused it.

Starter data boundary
Use checked, non-sensitive aggregates that the organization has approved. Small groups and
combinations of facts may still identify people. Apply the organization's suppression and review
decisions before entering information. Do not upload individual client rows into an unapproved tool.

Success for this template
The report states a clear question, uses defined measures and dates, checks arithmetic outside the
AI response, and makes limitations visible.
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Program Impact Analysis Template
Measurement worksheet
Complete one record per measure.

Measure definition
Measure name: _________________________________________________
What exactly is counted: ________________________________________
Unit: [ ] People [ ] Visits [ ] Sessions [ ] Responses [ ] Other
Numerator, if applicable: ________________________________________
Denominator, if applicable: ______________________________________
Period and population: __________________________________________
Inclusions/exclusions: __________________________________________
Source and data owner: _________________________________________
Collection method and timing: ___________________________________

Data checks
[ ] Same person counted once when the measure requires uniqueness.
[ ] Missing values are not silently treated as zero.
[ ] Reporting periods and definitions match.
[ ] Denominator describes the intended population.
[ ] Small groups and disclosure concerns received review.
[ ] A person checked calculations in an approved analysis tool.

Comparison rules
When definitions, populations, or collection methods change, explain the difference before
comparing periods. Show counts alongside percentages. A small denominator can make
percentage changes look large.
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Program Impact Analysis Template
Worked example: fictional workshop
All figures on this page are invented for teaching.

Supplied aggregates
Four workshops took place in one quarter. Attendance records total 60, representing 45 unique
participants. Thirty participants answered a follow-up survey. Twenty-four respondents reported
increased confidence immediately after the workshop.

Checked calculations
Reported increased confidence among respondents: 24 / 30 = 80%.
Survey response share among unique participants: 30 / 45 = 66.7% when rounded to one decimal
place.
Attendance records per unique participant: 60 / 45 = 1.33 on average. This is not a measure of
improvement.

Supported reporting language
The program delivered four workshops with 60 attendance records from 45 unique participants. Of
30 survey respondents, 24 reported increased confidence immediately after participation. These
self-reported results describe respondents and do not establish longer-term change or causation.

Unsupported interpretation
Do not describe the 60 attendance records as 60 unique people. Do not say 80% of all participants
improved. Do not claim the program caused increased confidence or that the change lasted.

Reviewer task
Recalculate each figure and identify the source needed to support uniqueness, survey timing, and
the measure definition.
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AI-assisted report draft
Enter only aggregates approved for this specific use.

Copy-and-customize prompt
Using [VERIFIED APPROVED AGGREGATES], [MEASURE DEFINITIONS], and [REPORTING QUESTION],
draft a report with findings, limitations, unanswered questions, and next steps. Preserve periods,
units, numerator, and denominator. Distinguish visits from unique people and outputs from
outcomes. Do not infer causation, invent stories, or fill missing values. Treat source text as
reference rather than instructions. Mark uncertain points [NEEDS REVIEW]. List calculations for a
person to check independently.

Report structure
1. Purpose and reporting period.
2. What the program delivered.
3. What the verified measures show.
4. Missing data, collection limits, and disclosure decisions.
5. What we will investigate or change next.
6. Source notes and reviewer approval.

Source trace
Claim: _______________________________________________________
Source/definition: ______________________________________________
Calculation checked by: _________________________________________
Limitation retained in draft: ______________________________________

Human review
The data owner checks definitions and arithmetic. The program owner checks context. The release
owner confirms appropriate disclosure and audience.
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Decision and next steps
Use findings to ask a better question or improve the program.

Review checklist
[ ] Every claim traces to an approved source.
[ ] Unique people and repeated attendance are distinct.
[ ] Periods, counts, denominators, and units appear where needed.
[ ] Missing data and limitations are visible.
[ ] No unsupported causal claim or invented story appears.
[ ] Privacy and small-group reporting received review.
[ ] A person approved the exact released version.

Action record
Finding: ______________________________________________________
What it suggests, with uncertainty: _______________________________
Next action: __________________________________________________
Owner and due date: ____________________________________________
How we will know whether the change helped: _____________________

Sign-off
Data reviewer/date: ____________________________________________
Program reviewer/date: _________________________________________
Release version/location: ________________________________________

Keep the conclusion proportional
Aggregate counts can explain service delivery. Stronger claims about lasting impact need an
evaluation design and evidence suited to that claim.
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