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Echo Cohort Subgrantees reported six common challenges in implementing project evaluations during the 
2019-2020 program year. Most challenges related to conducting project evaluations during the COVID-19 
pandemic and in collecting evaluation data from Holocaust survivor participants. These challenges served as 
a learning opportunity through which subgrantees uncovered six best practices. These best practices align 
with conducting evaluations in a person-centered, trauma-informed way.

Common Challenges

Delays in Programming Due to COVID-19
Delays in programming due to the COVID-19 pandemic caused delays in the development and 
implementation of data collection tools. 

Changing Project Goals 
As subgrantees transitioned to virtual assistance due to the COVID-19 pandemic, they reassessed 
the feasibility of project goals. While some project goals could be achieved virtually, others needed 
to be modified and measured against new indicators. 

Changing Data Collection Tools
As subgrantees transitioned to virtual assistance due to the COVID-19 pandemic, they had to rede-
sign their data collection tools for a virtual setting. Prior to the pandemic, many subgrantees had 
relied on paper-based and in-person surveys. However, the pandemic required subgrantees to 
learn, adapt, and rapidly increase their virtual data collection capacity to design new data collec-
tion tools and support their Holocaust survivor participants in submitting data. 

Balancing Depth and Length of Tools
In developing virtual data collection tools, some subgrantees noted a challenge in finding a 
balance between collecting enough information about the project’s outcomes and making sure 
the evaluation was not too lengthy. 

Overcoming Language Barriers 
Similar to previous cohorts, data collection tools needed to be designed in English and Russian to 
accommodate Holocaust survivors from the former Soviet Union. However, due to the COVID-19 
pandemic, many subgrantees supported respondents in completing surveys over the phone, 
which required Russian-speaking sta� not only to translate surveys but also to collect data.

Overcoming Cognitive Impairment
Some subgrantees have expressed di�culty in collecting data from Holocaust survivors with cog-
nitive impairment as they require di�erent data collection tools and techniques than their peers. 
Questions and concepts need to be simplified for their understanding.
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Best Practices

Collecting Data Over the Phone
Among several data collection methods, administering surveys through calls with Holocaust survi-
vors appeared to be easiest and most e�ective for subgrantees. This method resonated well with 
Holocaust survivors as it could be integrated with regular check-in calls, allowed sta� to continue 
building trust with participants, and made the survey completion simpler.

Building Trust 
Subgrantees highlighted the importance of relationship building in increasing data collection 
response rates and quality. Establishing a trusting relationship with Holocaust survivor partici-
pants is essential for obtaining their feedback on program activities. The data collection process, 
especially if done through phone call conversations, allows subgrantees to build on client relation-
ships as this presents an opportunity to listen, socialize, and take on feedback.

Implementing Feedback
Subgrantees noted the importance of implementing evaluation feedback into activities through-
out the project. Assessing participant responses and routinely integrating feedback allows sub-
grantees to constantly improve programming and keep abreast of changing needs. 

Adjusting Surveys to Fit Participants
Subgrantees noted an improved understanding of their participants’ capacity to engage in evalua-
tions, enabling them to tailor evaluation tools to participants’ needs. This includes understanding 
participants’ familiarity with concepts and language, as well as comfort discussing certain topics. 
Modifying evaluations to a participant’s capacity improves response rates and data quality.

Simplifying Questions
Subgrantees highlighted the need to simplify and streamline their evaluation tools when collecting 
data from individuals with cognitive impairment or other challenges. Subgrantees did so by reduc-
ing data collection to the most important questions, simplifying the complexity of language used 
in questions and response options, and integrating alternate question types such as smiley rating 
scales. 

Applying Learnings to Other Programs
Some subgrantees have replicated their learnings from the Echo Cohort to other initiatives in their 
organization. While some evaluation tools have been developed for specific projects, the evalua-
tion process used for the Echo Cohort is relevant to any project, especially those supporting older 
adults with a history of trauma. 


