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The extent to which we are able to take a f lexible approach to the 
eva lua t ion  o f  cu l tu ra l  p ro jec ts  de te rmines  whether  o r  no t  such  
evaluation will be meaningful. Standard evaluation practices follow a 
process of determining project goals and targets at the outset and 
then check ing whether  these have been ach ieved.  They g ive the 
impression that if we simply follow the steps which have been set out, 
j us t  l i ke  an  easy  rec ipe  o r  a  manua l  f o r  assemb l i ng  a  p i ece  o f  
furniture, we will be able to do it well. 

With cultural projects, however, even though long-term goals do not 
change, short-term targets may al ter  in the course of  the project.  
Moreover,  the init ia l  sett ing of targets is often diff icult  for social ly 
inc lus ive ar ts  act iv i t ies.  Such cases require a process of  f lex ib le 
adjustment of project targets and of the subjects of evaluation as we 
carry out the project and its evaluation.  

This handbook aims to shed some light on this flexible process. The 
opening worksheets may seem a l i t t le complicated compared with 
those in standard evaluation textbooks. However, they are based on 
the experiences of stakeholders who are making meaningful use of 
eva luat ion  as  they  car ry  out  cu l tu ra l  p ro jects .  Organ iz ing  these  
pract ices into the process out l ined in th is handbook took a great  
amount of t ime and effort. We hope that you wil l  put it to good use, 
and i f  you  have  any  suggest ions  fo r  improvement ,  we wou ld  be  
grateful for your input.

This handbook is a sequel to “Social Inclusion Through Culture and 
the Arts: A Handbook for Beginners” and “Social Inclusion Through 
Culture and the Arts: A Handbook for Evaluation.” We hope you wil l  
refer to these as appropriate.

Introduction

Mia Nakamura
Lead Researcher, the Agency for Cultural Affairs of Japan & Kyushu University Joint Research Team

Associate Professor, Faculty of Design at Kyushu University
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What do you hope to achieve through the cultural project 
this year, in concrete terms? 

E.g. The creation of situations which draw out participants' unique 
individuality through arts activities
E.g. The creation of situations which draw out participants' unique 
individuality through arts activities

TargetsTargets

Clarify the goals and targetsClarify the goals and targets

Title of the cultural project:
Identify all of the stakeholders involvedIdentify all of the stakeholders involved

Write down everyone involved with carrying out this project. Making a list will help 
you understand the current communication gaps, and what changes are needed.

Put the goals and targets of the cultural project into words.
This may be difficult to do off the top of your head, but it is important to write 
them down at least once. 

People / organisations implementing the project

Evaluation designEvaluation designEvaluation designEvaluation design

Artists 

Coordinators / facilitators

Partner organisations

Families of project
participants

Funders

Other supporters

Intermediary organisations
Specialists

Key target population
Supporting organisations Event participants

Operational staff

Support staff

Government
the sections in ministries or 
local governments involved 
with cultural, welfare, or 
education projects, etc.

fields related to the project, e.g., 
evaluation, clinical psychology, 
welfare, art, education

project organisers – individuals or groups

arts councils, foundations promoting the 
arts and culture, etc.

Are all the people needed to achieve the targets set?
→ Talk this over with the people involved.

Are the key needs of the people listed reflected in the targets?
→ If they aren’t, look over the targets once more with the people involved.

Tick the following boxes for the targets you wrote on the left, as well as the map 
of people involved.

CHECK!

These worksheets are intended for you to use and adapt to your own evaluation process.
Use them to discuss the project with the various people involved. Even if your project has 
already begun, you can make use of these worksheets to reflect on the process to date.

It is important to set targets in the zone where “artistic value” and “socially inclusive value” 
overlap (see diagram below). To set appropriate targets for evaluation, note the following points. 

Participants understand the fun nature of art

AFTER
Through art, participants develop their 
understandings of the differences between
what each of them experience as interesting and fun.

I don’t have a clear idea of evaluation...I don’t have a clear idea of evaluation...

Are the targets focused on the changes coming directly from the artistic activity?

Do you have a concrete picture of how to achieve the targets, or of what achieving 
them would look like?

CHECK!

Simple advice 

for beginners!

See Chapter 1,
p. 14 – 16

See Chapters
 2 & 4

WORKSHEET

0 2  W o r k s h e e t

［Stakeholder Map］［Stakeholder Map］

sign language groups, information 
accessibility apps, venue owners, etc.

NPO staff in direct contact with participants, 
professional carers, school staff, etc.

participants

Socially inclusive artistic value　

Socially inclusive value　Artistic value 

Targets

BEFORE

1. Write the names of all the people you can think of on the “Map of people involved,” as well 
as the organizations or groups to which they belong.

2. Draw lines to connect the people you are already communicating with. 
3. Mark with a ★ the people whose opinions you want to learn more about.
4. Mark with a ♥ the people you want to talk to as the project is underway or during reviews, 

to make improvements.

Feel free to add people 
who do not belong to any 
of these categories. 
It is also fine to leave 
some categories blank.

Feel free to add people 
who do not belong to any 
of these categories. 
It is also fine to leave 
some categories blank.

0 1  W o r k s h e e t

Ropeway

Sea Rord

Right

Left

GoalsGoals
What changes do you hope to achieve in society through 
this cultural project?

E.g. Society respects the unique individuality of people with dementiaE.g. Society respects the unique individuality of people with dementia

Which objectives will 
lead us to our goal?

GoalsGoals

Each route has its positives.

Download and print out the worksheets here:
http://www.sal.design.kyushu-u.ac.jp/publications.html
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What materials might need to be kept as a record of project achievements?
●Circle the types of records which you normally keep when carrying out a project, 

or which you think you could keep.
●

●Think about what kinds of data in your records have been useful in tracking 
changes and impact, and make a note of these.

●

Make a plan for your data collection:  Who will you collect it from, when, and how?
Think about the project flow in order to make a concrete plan and timeline.

Activity log　　　Minutes　　　Event record　　　Photos/Videos　　　Questionnaires　　　　

Interviews　　　　Publicity materials　　　　Media coverage　　　　

Feedback from participants or local residents　　　　Archive of works

Other (　　　　　　　　　　　　　　　　　）　　

●What would you like to start recording?●

E.g.  ‒ Frequency with which key words appear in activity logs or interviews
 ‒ Unique episodes demonstrating change as reported by participants, families, 
 local residents, etc.

E.g.  ‒ Frequency with which key words appear in activity logs or interviews
 ‒ Unique episodes demonstrating change as reported by participants, families, 
 local residents, etc.

E.g.  ‒ Not only photographs, but also videos, including videos of participants before and 
 after taking part in the event
 ‒Pay particular attention to changes in people’s expressions when taking photos
 ‒Keep an archive of the works made by participants

E.g.  ‒ Not only photographs, but also videos, including videos of participants before and 
 after taking part in the event
 ‒Pay particular attention to changes in people’s expressions when taking photos
 ‒Keep an archive of the works made by participants

What types of records do we need?What types of records do we need? Plan your records: Who, when, and how?Plan your records: Who, when, and how?

Data collectionData collectionData collectionData collection

Ask specialists to help in recording
things that the group carrying out
 the activity can’t manage. 

Ask specialists to help in recording
things that the group carrying out
 the activity can’t manage. 

We already have quite 
a lot of records that
 we can use. Phew...

We already have quite 
a lot of records that
 we can use. Phew... Refer to Chapter 3 as you fill this in.Refer to Chapter 3 as you fill this in.

0 3  W o r k s h e e t 0 4  W o r k s h e e t

See Chapters
3 & 4

See Chapter
 3

staffstaff other stakeholdersother stakeholders participantsparticipants

Before project implementation
During implementation

After implementation
Other

The same goes for securing a budget!

Download and print out the worksheets here:
http://www.sal.design.kyushu-u.ac.jp/publications.html
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0 5  W o r k s h e e t

●What media will you use for your reporting? Circle any applicable.●

●Who do you want to tell?●

●What will be the focus of your message?●

●Write down ideas for how you could convey your message.●

●What changes have you observed since the project was implemented?●

E.g. The workshops brought out the unique individuality of people with dementia, 
giving their professional carers and families a fresh perspective.
E.g. The workshops brought out the unique individuality of people with dementia, 
giving their professional carers and families a fresh perspective.

E.g., People who wanted to participate but could not, people who are thinking of 
carrying out similar activities in the future 
E.g., People who wanted to participate but could not, people who are thinking of 
carrying out similar activities in the future 

E.g., Changes in the participants, increase in the number of partner organisations,
unexpected results, etc.
E.g., Changes in the participants, increase in the number of partner organisations,
unexpected results, etc.

E.g., Include many photos of participants’ faces in the report bookletE.g., Include many photos of participants’ faces in the report booklet

Report to funders  　　　　　　　Hard copy report (booklet)

Website  　　　　　　　Other (       　　　　　　　　　     )

Copy or print this worksheet and answer the questions separately for each 
of the media you will use.

Look back at the map of people involved to see who (outside your organization) you 
will review and reflect on the project with.
Review and reflect on the project, referring to your records.

Review and reflectReview and reflect

Discuss the target audience for your report, its focus, and how best to lay out your story.

Prepare to report on your projectPrepare to report on your project

Disseminating resultsDisseminating results Disseminating resultsDisseminating results

Make use of participants’ words 
or points that emerged from 
evaluation in your advocacy, 
or in setting new indicators.

Make use of participants’ words 
or points that emerged from 
evaluation in your advocacy, 
or in setting new indicators.

See Chapters
3 & 4

0 6  W o r k s h e e t

Prioritise what will speak to
your primary target 
audience.

Prioritise what will speak to
your primary target 
audience.

If you can report effectively online, 
e.g., on your website, it will help 
your publicity and future activities!

If you can report effectively online, 
e.g., on your website, it will help 
your publicity and future activities!

●Write down anything that struck you in the feedback from participants or 
others involved.

●

●What would you like to emphasise in your messaging to society or funders?●

●What are the areas for future improvement?●

See the section on 
evaluation, p. 26

Download and print out the worksheets here:
http://www.sal.design.kyushu-u.ac.jp/publications.html
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Evaluation encourages communication between the 
various parties involved with cultural projects and 
is an important tool for drawing out their unique value. 
However, if generic forms of project evaluation are 
applied to cultural projects as they stand, the process 
frequently does not work well. In Chapter 1, we will 
go over these “evaluation pitfalls” and explore how 
to avoid them. 

Evaluating the unique nature 
of cultural projects

＞ information on evaluation , p. 00

＞ a primer, p. 00

Pages 80 - 81Reference
 materials

This handbook contains links to the two previously published hand-
books, as well as to other reference materials. Please refer to these as 
appropriate. 

Social Inclusion Through Culture and Arts Handbook Series

The handbooks can be downloaded here:
http://www.sal.design.kyushu-u.ac.jp/english/publications.html

“Social Inclusion Through Culture and the Arts
 – A Handbook for Beginners” 

“Social Inclusion Through Culture and the Arts
 – A Handbook for Evaluation”

No tes

1110



＞ information on evaluation, p. 20 - 21

Cultural projects are different from the profit-oriented projects 
carried out by businesses, or NPO projects which aim to solve 
problems. They are value-creation projects, which emphasise 
the creation of new value.

Let’s imagine you are climbing a mountain. Team X encountered 
an unexpected storm but continued by the shortest route and 
was able to reach the summit according to plan. However, the 
less skilled or less athletic team members had to give up 
partway and return to the base. On the other hand, all the 
members of Team Y retreated when the storm descended. When 
they set out a second time, they took a detour to avoid fallen 
trees, but thanks to this they came across previously unknown 
scenic spots and had a very rewarding experience.

How would you evaluate the two teams? If this were a profit-ori-
ented or problem-solving project, Team X would probably be 
considered the most successful. However, if it were a value-cre-
ation project, Team Y, which generated unforeseen value and 
enabled its members to experience greater joy, would be seen 
as more effective.

Cultural projects are value-creation projects. It is important to 
run a project efficiently, with  care regarding budget, but it is also 
very important to recognize the new value which emerges. When 
evaluating socially inclusive cultural projects, in particular, it is 
necessary to pay attention to the question of whether or not the 
creation of value leads to problem-solving.

Evaluate newly-created value

Key points

Project Reports

Let’s tackle it according to our goals! 
Our goal is a project report, so... 

What do you mean?

This is really tricky,

 isn’t it?

Project Reports

Project Reports

Advocacy  Validation of Results

Operational Improvements

Operational Improvements

Policy Evaluation

Critique

Well, fundamentally, when 
we evaluate arts activities, 
we need to focus on the 
creation of new value!

But where should 
I start...?

Second Year Colleague

Is she OK?

Evaluation Beginner 

You’re experienced at this!!

There are some 
considerations which are 
unique to arts activities. 
Let’s look at them before 
we start.

Evaluation suited to the unique nature of cultural projects

Evaluation suited to the unique nature of cultural projects

1312



＞ information on evaluation, p. 20

Let’s check the points about evaluation suited to the 
unique nature of arts activities and frequent pitfalls.
Let’s check the points about evaluation suited to the 
unique nature of arts activities and frequent pitfalls.
Let’s check the points about evaluation suited to the 
unique nature of arts activities and frequent pitfalls.
Let’s check the points about evaluation suited to the 
unique nature of arts activities and frequent pitfalls.

Point  1

In evaluating socially inclusive cultural projects, how do the 
changes which the cultural project has the potential to directly 
bring about and the things which are necessary to make social 
inclusion a reality overlap? This area of overlap is what is known 
in economics and cultural policy as a project’s “public value.”

Cultural projects which lead to social inclusion have two kinds of 
value: artistic value, such as stimulating participants in creative 
new ways or nurturing their expressive skills, and socially 
inclusive value, such as deepening their understanding of 
marginalised groups, fostering a society which respects diversity. 
But just because participants have built greater expressive skills, 
for example, it does not mean that the project has improved 
social inclusion: artistic value does not necessarily contribute to 
inclusion. Nor does simply implementing a cultural project 
suddenly bring about a society which respects diversity.

So it is necessary to identify which aspects of a cultural project 
can directly foster social inclusion. For example, changes in 
perception, such as “I feel that I can do this, too,” or “I relate to 
what others are feeling” are elements of a cultural project which 
have the potential to contribute directly to social inclusion. In 
artistic activities, where there isn’t such a rigid boundary 
between what is correct and what is not, participants can break 
away from their usual subject positions. Through freer forms of 
expression, they are able notice new aspects of themselves and 
discover new facets of other people.
In this handbook, we call the parts of a cultural project which 
have the potential to contribute directly to social inclusion “the 
value of socially inclusive arts activities.”

In general, arts activities are particularly effective at changing 
people’s perspectives. 　　　　　　　　Such changes in individ-
ual perspectives can lead to changes in relationships and in 
society. For example, a new understanding of one’s own abilities 
can stimulate a zest for living, and increased empathy—the 
capacity to relate to what others are feeling—can bring about 
changes in interpersonal relationships. Changes like these can 
then promote the social participation of marginalized groups and 
diverse, inclusive communities.

Value of socially inclusive arts activities

Ms A wanted to emphasise the socially 
inclusive results of her cultural project. 
She learned evaluation methods from 
NPOs supporting disabled people and 
people living in poverty, made a logic 
model from the project planning stage, 
and carried out an evaluation of the 
social impact. However, at the project 
reporting meeting, the response was: 
“This isn’t a cultural project–it’s a social 
welfare project, isn’t it?”

Evaluation pitfall ❶

Socially inclusive value

Ascertaining the public value of arts activities

Artistic value

Culture Social
Welfare

＞ a primer, p. 24

Evaluation suited to the unique nature of cultural projects

Evaluation suited to the unique nature of cultural projects
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Discuss with your colleagues 

what the value of a socially inclusive 

arts activity is for your team!

value of a socially inclusive 

arts activity is for your team!

Point 2

For cultural projects, high participant numbers and full venues 
are not necessarily indicators of success. The idea of socially 
inclusive cultural projects is to hold them with people with less 
access to “mainstream” projects. It is important to implement 
projects which satisfy the participants so much that they would 
participate again, even if such projects do not reach a mass 
audience. The key here is to make the new values which were 
created on the ground (the unique changes) visible.

There are various methods of doing this. One is to combine 
quantitative data, expressed in numbers, with qualitative data 
such as feedback and anecdotes from participants and others 
involved. While quantitative data is good at showing overall 
trends, it is not good at conveying the unique changes which 
took place on the ground—such changes are better illustrated 
through qualitative methods. Combining the two makes it possi-
ble to convey the unique changes which took place on the 
ground while also illustrating overall trends. 

So, when evaluating socially inclusive cultural projects, it is 
important to stay aware of which elements of artistic activities 
can lead to social inclusion. 

This is important not only at evaluation time but when designing 
a project and setting project targets. If you make socially 
inclusive value which is not directly created by the cultural 
project into a project target, it will become more of a social 
welfare project than a cultural project.

Kenta was told by his manager to demonstrate 
the project results using numbers.
He included plenty of such data in the project 
report, such as participant numbers, audience 
numbers, and so on. But this information did not 
meaningfully convey the project results. He was 
extremely anxious that the project might be cut 
based on this report, even though the 
participants were very happy with it.

Evaluation pitfall ❷

Changes in perspectives or relationships Changes in society

Re-evaluation of 
one’s own abilities

Promotion of the social 
participation of minorities

Redefinition of 
challenging experiences

Reduction in the number 
of people struggling to cope

・・・・・

Realisation of a more 
democratic society

Socially inclusive value Creating evaluation criteria which make the 
value of the activities visible

Value of socially inclusive arts activities

Will the project be cut?
Emergence of more diverse, 
inclusive communities

・・・・・

  Vitality

Improved wellbeing

・・・・・

Ability to relate to those 
different from oneself Better interpersonal relationships

Participation in 
social activities

Understanding the connections 
between personal experiences 
and social issues

Artistic valueEvaluation suited to the unique nature of cultural projects

Evaluation suited to the unique nature of cultural projects
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Another method is to convert qualitative data into numerical 
values in your own original way. When we hear “numerical indica-
tors,” we tend to think of existing indicators, but you can create 
your own. For example, researchers at Sendai Tomizawa Hospi-
tal conducted observations on the changes brought about in 
elderly dementia patients through theatrical readings. They 
noticed an increase in behaviours such as returning greetings, 
expressing gratitude, and paying attention to others. They then 
attempted to convert these into numerical indicators. 　　　　　
　　　　 　　　　　　   At the same time as being 
brought about by the activation of emotional function through 
the arts activity, these behaviours also improve their relation-
ships with caregivers and the care environment as a whole.

At music workshops for the elderly held at Tokyo Bunka Kaikan, 
on the other hand, when the workshops were going well, partici-
pants beat out rhythms independently and became caught up in 
the music without the artist facilitators taking the lead.
                  　　　　　　　　    With this in mind, it might be 
possible to judge the success of such workshops by observing 
whether participants beat out rhythms independently or became 
caught up in the music. 

In both cases, these indicators were observed when attention 
was paid to the overlap between artistic value and socially 
inclusive value, or “the value of socially inclusive arts activities.”

A more creative example of converting something into an indica-
tor is the evaluation of YokohamArtLife’s project in the Sakonya-
ma Housing Estate. The estate’s workshop staff recorded things 
they “Saw,” “Heard,” and “Talked about” in a diary. By reviewing  
and analysing the stories in the diary, they tried to measure the 
effects in relation to their targets. (See Chapter 3)

Today’s widely recognized social and economic measures, such 
as the GDP, IQ, wellbeing index, and so on were all created by 
people. These people creatively devised sets of indicators 
based on their beliefs. Of course, it is impossible to replace 
artistic value with words or figures, but it is possible, with a little 
ingenuity, to turn some of the value of socially inclusive arts 
activities into indicators.

As a note, Tokyo Bunka Kaikan and YokohamArtLife make use of 
photographs or illustrations in their evaluation reports for 
aspects which are difficult to express in text or metrics, thus 
making visible the unexpected impacts brought about by art. 
Evaluation reports that effectively communicate a project’s 
unique value serve advocacy efforts that support the project and 
the broader goal of social inclusion throughout society. 

Oh, I see!
Increases or decreases 
in certain behaviours 
can be an indicator.

Tokyo Bunka Kaikan,
“Guidebook to the Art Activities leading to Social Inclusion”

Yokohama Arts Foundation, 
“Report on ‘Leading Program YokohamArtLife’ 
Special Support Project for Artistic Creation"

The number of greet ings increased

https://yokohamartlife.yafjp.org/
 (Japanese only)

https://www.t-bunka.jp/en/about/on_stage.html

◀

◀

＞ information on evaluation, p. 52 – 53

＞ information on evaluation, p. 50 – 51

Evaluation suited to the unique nature of cultural projects

Evaluation suited to the unique nature of cultural projects
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Coco thought that it was best to invest in a 
thorough evaluation. She sought out a 
local consulting company and 
commissioned a third-party evaluation. 
Even though they produced a 
splendid-looking report, she didn’t feel 
that it could be of use in her group’s 
activities or in deepening broader 
understanding of her project.

Evaluation pitfall ❸

Paying attention to the evaluation environmentPoint 3

When planning an evaluation process, imagine what you want to bring 
about through the evaluation and then choose an evaluation method 
appropriate to your goals. If you choose an improper evaluation 
method, you will not gain meaningful results. Think about “when,” 

“with whom,” and “what kinds” of dialogue you want to facilitate 
through evaluation activities. “When” refers to the schedule of evalua-
tion activities: before, during, or after the project’s implementation? 

“With whom” refers to who you want to collect data from: for example, 
people implementing the project, participants, or members of the local 
community. “What kinds” refers to the objectives of the dialogue; is it, 
for example, dialogue in order to improve the project, or to communi-
cate the meaning of the project to a particular group?

People carrying out a project look at it from an implementation 
perspective. They might have a strong understanding of its content, 
but they do not know how it appears to participants, or how it is 
perceived by partner organizations or local residents. Even if the 
implementers talk about how to develop it, there are often few opportu-
nities for them to discuss how they think and feel about it in depth. 
Evaluation is the act of looking at a project you might see on an 
everyday basis from someone else’s standpoint to gain a three-dimen-
sional understanding. By engaging in dialogue with various stakehold-
ers, you can learn about how they experience the project and how to 

improve it. This is the principal benefit of evaluation.  

Even if you entrust your evaluation to a professional, a one-sided or 
one-dimensional evaluation is not evaluation in the true sense. Before 
engaging an outside evaluator, consider from what perspectives you 
would like them to carry out the evaluation, how you would like to 
make use of the evaluation results, and “when, with whom, and what 
kinds of dialogue.” Let the evaluator know about these points in 
advance. “Third-party evaluation” is a broad term which includes both 
the stand-alone method, in which the evaluator observes project 
planning and management from the outside, and the empowerment 
method, in which the evaluator provides advice on planning and 
management. If you want to create opportunities for dialogue after 
project implementation, choose the stand-alone type; if you want to 
encourage dialogue during the implementation of the project, choose 
the empowerment type. 

In addition, consider the degree of public awareness of the project, as 
well as the evaluation goals, project content, and budget. If the signifi-
cance of the project is widely recognized, for example, improving 
project planning and management are important, so obtaining a 
third-party empowerment-type theory-based evaluation (a method 
which evaluates the level of consistency between project goals and 
content) or a management evaluation could be most effective. On the 
other hand, if the significance of the project is not widely recognized, 
publicising the project while working to improve it through a participa-
tory-type outcomes evaluation is recommended. Large-scale projects 
can also demonstrate their effectiveness through third-party 
stand-alone outcomes evaluation using economic indicators. (See 
Chapter 3)

There are numerous evaluation methods, each with its own benefits 
and limitations. It is important to ascertain which method is the most 
appropriate your project. Whichever method you choose, stay aware 
of “when, with whom, and what kinds of dialogue” you want to 
maintain focus.

REPORT

Evaluation suited to the unique nature of cultural projects

Evaluation suited to the unique nature of cultural projects
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So far, we have covered some considerations which are 
important keep in mind when engaging in evaluation. How, 
then, do you actually evaluate your project? In this chapter, 
we will introduce some real-life case studies and examine 
the practicalities of evaluation. The results are one 
important aspect of evaluation. But the evaluation 
planning process, through which you decide how to come 
up with the language to accurately evaluate your work, 
can teach you how to communicate the value of your 
activities to others. Let’s take a look at that process. 

Taking a peek at the evaluation 
process

In Chapter 1, we explored evaluation suited to the unique 
nature of cultural projects. Remember to pay attention to 
the following three points in order to avoid “evaluation 
pitfalls.”

① First and most importantly, discuss the public value of 
your project within the implementing team. It is essential to 
discuss which aspects of your activities include the “value 
of socially inclusive arts activities” and to focus on these 
parts when carrying out your evaluation.

② Building on this, think about how you can make this 
value visible. There are methods of expressing the value of 
your activities in a three-dimensional way, combining 
qualitative data, such as stories from the ground or photo-
graphs, with quantitative data. You can also creatively 
devise your own indicators instead of relying on existing 
metrics.
 
③ Moreover, when you begin your evaluation, think about 
when, with whom, and what kinds of dialogue you want to 
hold. Evaluation is the practice of looking at activities you 
take part in on an everyday basis from someone else’s 
standpoint, and discovering areas for improvement 
through the process. A deep awareness of the environ-
ments and dynamics of evaluation dialogues will lead you 
to the most appropriate methods to reach your evaluation 
goals.
 
As such, when planning an evaluation, always be aware 
that socially inclusive cultural projects are value creation 
projects.

Summary

Evaluation suited to the unique nature of cultural projects
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You may understand the importance of evaluation but find it hard to 
work up any enthusiasm to actually do it. Or you may want to try 
evaluation but not know where to start. It is true that tackling evalua-
tion takes time and effort. As we touch on in other chapters, there 
is no single foolproof evaluation method, which can make it seem 
even more daunting. Once you get started, though, it leads you to 
rethink your activities as you reflect on them. The process of trial 
and error as you make decisions on different aspects of the evalua-
tion method generates a lot of growth and learning. 

Socially inclusive initiatives 
began at Fukuoka Prefecture’s 
Momochi Culture Centre around 
2017. Before this, the Centre 
was responsible for coordinating 
drama workshops for special 
needs children and setting up a  
older adults theatre group. One 

aspect of this work is “Workshops to Experience the Fun of 
Expression,” which began in 2018. These drama and dance 
workshops are aimed at disabled people in Fukuoka; people with 
intellectual disabilities, developmental disabilities, and mental 
illness have participated in them so far. Fukuoka-based artists 
based have been invited to act as facilitators. At the end of the 
annual series of about ten workshops, there is an opportunity to 
perform. Participants’ daily lives and the ideas they express in 
various forms through the workshops become the raw materials 
for a dramatic piece. As a result, the level of participant satisfac-
tion with these workshops is very high.

Planning an evaluation process leads to new insights

Project overview

Provided by: Fukuoka Prefectural Momochi Culture Centre

Key points

But it feels so difficult... 
It’s hard to work up any 
enthusiasm about it...

Now I understand common 
mistakes and what’s important 
to say!

The evaluation process itself 
brings up lots of important things!

What kinds of things?
Lots of interesting questions 
and ideas came out of the 
process that I led at Momochi 
Culture Centre. Let me tell you 
about them!

Case

Taking a peek at the evaluation process

Taking a peek at the evaluation process
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An “evaluation team” was set up for these workshops, with Profes-
sor Nagatsu’s research group from Kyushu University’s Faculty of 
Design, as the result of a proposal by Momochi Culture Centre staff, 
who understood the importance of evaluation and validation from 
the outset of the project. It was decided that the validation team 
would observe workshops from the outside and carry out a qualita-
tive analysis through questionnaires and interviews. 

In 2019, the staff of Momochi Culture Centre told Professor Nagat-
su’s research group they wanted to communicate the value of the 
project to a wider, external audience. But they had run up against 
some uncertainty about how to evaluate the project since there were 
various stakeholders involved, each with their own expectations of 
the project, including participants, their families, staff members of 
cultural facilities, artist facilitators, and many others.

“We want to communicate the project’ s value more 
widely!”

Beginning by listening to the people involved

We therefore decided to begin by listening carefully to what each 
person hoped to get out of the workshops. This idea is based on an 
approach called participatory evaluation in which everyone involved 
participates in the evaluation process: not only those offering the 
activities, but also those on the receiving end. 

We initially conducted individual interviews with the people involved, 
using this approach. We applied simple coding based on what 
emerged from these interviews, seeking to understand both shared 
and individual expectations of the workshops. After the interviews, 
we held a meeting in which everyone involved discussed workshop 
goals.  

What is evaluation actually like?

Designated administrator: Momochi Palace Network

JTB, Fabils Co., Ltd., Kyushu Stage Art Manage Association, 
Art Management Center Fukuoka

Fukuoka Prefectural Momochi Culture Centre

Nobuyuki Gomi, 
Kyoko Koga

Facilitators:

Sae Tamura

Assistant:

Special Olympics 
Nippon Fukuoka

Participants

Collaboration:
Professor Nagatsu’s 
research group, 
Faculty of Design, 
Kyushu University 

Validation team:

［Workshops to Experience the Fun of Expression］

Taking a peek at the evaluation process

Taking a peek at the evaluation process
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Two shared goals emerged as a result. One was “disabled people 
and the people supporting them create new forms of expression and 
relationships through culture and the arts.” The other was “cultural 
facilities become places where people in diverse situations can play 
and interact through theatre.”

In addition, artists, participants, family members, and staff members 
of cultural institutions each expressed the value of the workshops to 
them. Through this process, everyone was able to articulate the 
unique characteristics of the workshops. They were not necessarily 
seeking to create novel and innovative works, nor to do something 
for disabled people. It became evident that what was important was 
the emergence of new relationships and the creation of a place in 
which the people involved could interact with each other.    

In participatory evaluation, the values described above are under-
stood as goals the team goes on to create evaluation scales, and the 
scales are used to measure progress. With the Momochi Culture 
Centre project, though, when it came time to measure progress, we 
paused because the participants, who were at the heart of the 
project, had not been included in the discussions yet. We considered 
how to access the opinions of the disabled participants and decided 
to devote one series of workshops entirely to the verification of the 
goals themselves. By picking up on the minute incidents which 
occurred during the workshops using qualitative research methods, 
we tried to verbalize what was happening in their workshops. After 
the workshop period was over, we held another discussion where we 
presented the results of the research group’s observations and were 
able to rework our goals. 

Neither creating interesting pieces, 
nor “doing something for disabled people”

Putting “participatory evaluation” to use

Interviews

Defining goals

Articulating what is happening

Reviewing and organizing goals

Proposing evaluation scales  and data collection

To be continued...

At these workshops, it is important that  
expression develops out of the views of people 
from diverse backgrounds!

In observing the workshops, it is interesting to 
see how the artists respond to the “voices” of 
the participants from moment to moment, 
spontaneously co-creating new meaning.  

If we say “the views of people from diverse 
backgrounds,” it sounds as if these have to 
be expressed in words, doesn’t it?
Perhaps more important than an innovative 
expression is the birth of a “shared creative 
space,” where “participants can relate to 
each other as protagonists in creation!”

Let’s explore “the degree to which the 
participants and artists feel that they are 
relating to each other as protagonists in 
creation” using questionnaires and interviews.

When we asked everyone for their views, we 
found that many people thought it was important to 
have the space and freedom to tell each other 
what they think, leading to greater self-expression.

VOI
CES

 

Taking a peek at the evaluation process

Taking a peek at the evaluation process
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From “evaluators” to facilitators who enable everyone to join in

Strengthening communication between stakeholders

Evaluation became a place in which the seeds of new 
programmes were planted

What kinds of things become visible when we implement evaluation 
like this? Of course, the results of evaluation are important, but what 
the evaluation itself brings is also significant. The following are a few 
such examples.

In socially inclusive arts projects like the one in this case study, there 
are no predetermined evaluation standards. For this reason, we 
decided to listen carefully to each of the participants and analyse 
what we heard, leading to a process in which everyone created 
evaluation standards together. This might have led to an increased 
awareness that participants themselves were not the “subjects” of 
evaluation, but rather that they and other stakeholders were taking 
part in a process to move the project forward together.

When this happened, it was not helpful for us, as researchers 
accustomed to acting as expert evaluators, to assess the project 
according to a single set of beliefs. Rather, our role was to act as 
facilitators in reconciling the different views expressed by the 
people involved.

communicate about their thoughts and feelings. Artists, participants, 
family members, project staff, and others come from different perspec-
tives, but relationships in which they could hold frank discussions on 
a shared topic were born. This led to smoother implementation of the 
workshops and perhaps to a change in how the family members 
perceived the project. 

The participatory development of evaluation standards led to 
dialogue between people who generally did not communicate with 
each other outside of the workshops. It created a space for them to 

An even more interesting aspect of this space was that the participa-
tion of the facilitators in the evaluation process brought about chang-
es to the programme itself. One of the facilitators who took part in 
the evaluation discussions learned about the expectations of various 
stakeholders and in particular heard disabled people and their 
families talk about their various hopes for the workshops in relation 
to their everyday lives. This facilitator later proposed “family” as the 
theme of this series of workshops, and various programmes on 
family were later held. What began as a discussion for the purposes 
of evaluation became an opportunity to understand the audience 
and assess needs in order to build programmes suited to the service 
users.  

Trying it out

Taking a peek at the evaluation process

Taking a peek at the evaluation process
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Key points of Momochi Culture Centre’s evaluation

The aim was to make visible the “value of socially inclusive arts activities” 
(Chapter 1, pages 14 – 16) as expressed in the thoughts and feelings about 
a project developed by various stakeholders.

Evaluation design

Through interviews, discussions, and observation of the workshops in action, 
evaluators collected and applied data from the various stakeholders to 
articulate the value of the workshops.

Consideration of indicators

While keeping records of progress including video footage, evaluators 
designed questionnaires based on the indicators, allowing them to gain 
understanding of what was happening at the workshops.

Data collection

A key learning from the evaluation at Momochi Culture Centre is that the 
“evaluation cycle” does not necessarily proceed in a set order. People who 
evaluate socially inclusive arts activities are required to think in a somewhat 
different way than in other evaluations or assessment. There are also 
elements which the project staff can do themselves in evaluating a project.

For example:

In addition to disseminating evaluation results to society at large, the project 
team noticed the importance of paying attention to interesting interactions 
which happened during the evaluation process.

Use of the results

❶ Have a discussion with everyone involved to start developing project goals.
❷ Try to develop ways to investigate whether or not these goals have been achieved.
❸ Have several people keep progress records throughout the project.
❹ Hold a debriefing meeting when the project is completed.

At the time of this writing in 2020, evaluation of the project is ongoing. 
We are developing evaluation scales based on the goals, designing 
questionnaires, and collecting responses from the artists and partici-
pants at each workshop. We are also planning to hold a meeting for 
family members to reflect on the programme. We will take great care 
as we craft a narrative based on the results to communicate the 
value of these workshops more widely. 

From time to time, we will probably have to return to goal-setting, 
and as the activities take place, new visions will probably become 
clear. A place is coming into being in which everyone can feel that 
these are simply opportunities to think together once again.

Evaluation has no end: 
Drawing out and weaving together values

Taking a peek at the evaluation process

Taking a peek at the evaluation process

3332



カ
ス
タ
マ
イ
ズ
の
プ
ロ
セ
ス

In this chapter, we present case studies 
based on interviews with members from 
organisations implementing social inclusion 
arts projects, or from funding bodies using 
distinctive types of evaluation. They shared 
about the goals and circumstances prompting 
them to conduct evaluations, as well as their 
evaluation procedures and results. Use these 
case studies as starting points to think about 
the most appropriate evaluation methods and 
processes for your activities.

Four case studies

Summary

The results of an evaluation are of course important, but 
there are also many things which emerge through the 
planning and implementation of an evaluation. In this 
chapter, we introduced the process of initiating evalua-
tion and all that it involves.

Setting your own goals, thinking about validation 
methods, reflecting on the project at the end, and 
linking results to the next set of goals... moving forward 
with the project while staying aware of evaluation 
allows you to notice unexpected values you may not 
have observed otherwise. It can also empower the 
people involved; enable the crafting of a new, common 
language; and create ripple effects for the programme 
itself. In other words, it can be said that the develop-
ment of a space for evaluation is in itself a creative 
process.

Taking a peek at the evaluation process
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As we have seen, tackling evaluation is an ongoing process filled 
with twists and turns, trial and error. 

Here, we introduce four case studies shared by people who have 
implemented evaluations of their social inclusion arts projects. 
Based on these cases, try to identify the most appropriate evalua-
tion methods for your activities as you plan your own process.

Implementing organisation: Toride Art Project

We are all colleagues, so we can readily accept each other’ s 
opinions! Peer review evaluation: A method that does not need 
experts P.38

Grants secretariat: Arts Commission Yokohama

Your group can learn to carry out evaluations independently, 
with advice from experts. Empowerment type project 
improvement evaluation P.44

Implementing organisation: Tokyo Bunka Kaikan, Tokyo Metropolitan 
Foundation for History and Culture

We want to illustrate the impact and social role of music and art 
in partnership with researchers! Creating unique indicators 

P.50

Implementing organisation: Kani City Cultural Creation Center ala

List of case studies

A strategic approach to government!
SROI evaluation, converting the project’ s social value into 
monetary value P.56

P.62

There is a list showing all four 
case studies at the end, in 
case you’d like to look at that 
first and read the ones most 
relevant to you.

Key points

I feel as though I’ve learned a lot and understand evaluation 
in detail now, but...
I don’t know how to assess our activities.

Even if we write a report, 
it won’t convince the government, 
will it?

? ? ?

E x p e r t s

0000

REPORT
００00 

REPORT

Z Z Z …

evaluation

evaluation

evaluation

evaluation

evaluation

evaluation

OH!!

Mmm... We don’t really 
understand the differrences 
in evaluation methods or 
what they involve. How do 
people choose a method?

There are various 
evaluation methods, 
you know!

行
政

We don’t have any 
evaluation experts 
we can rely on.

Why don’t we try asking people 
who have done evaluations 
about why they chose a 
particular method? 

Government

Four case studies

Four case studies
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Peer review evaluation

Finding ways to carry out projects using methods other than 
third-party evaluation

Unnecessary

The project as a whole (evaluation is set up by project)

Reciprocal evaluation by others in the field (peers)

Toride Art Project

All of the projects undertaken by Toride Art Project

After carrying out festival-style and year-round projects, 
Toride Art Project decided to shift the focus of its activities, 
aiming to become a full-scale arts centre. Participants in 
the “& Geidai” art-management human resource develop-
ment program run by Tokyo University of the Arts’ Graduate 
School of Global Arts worked on this peer evaluation as one 
of their practical assignments.

Please tell us what prompted you to carry out an 
evaluation, and why you chose this evaluation method.

Toride Art Project (TAP) had the opportunity to be evaluated by 
external experts in 2013. Afterwards, though, TAP members felt 
frustration and regret about various aspects of the evaluation.

First, we were only able to show the external evaluators one 
aspect of our project. We worried about the extent to which we 
should share about the long-running nature of our work as 
material for the evaluation. Furthermore, we were not able to 
show evaluators the truly interesting moments of our art project, 
such as when the local men sit on a bench and say interesting 
things.

Second, the evaluation ended up simply encouraging and 
affirming the project, perhaps because we gave the external 
evaluators insufficient information or did not convey its 
complexities well.

After this experience, we learned about the concept of peer 
evaluation in 2015. We were interested in this approach, which 
was different from anything we had done, and decided to try it 
out. The advantage of peer evaluation is that assessment and 
criticism is easier to accept because it is given by people in your 
field. You have the opportunity to be confronted with your own 
issues through the mirror of your peer. At the same time, you learn 
that your counterpart is also worrying about the same kinds of 
issues. 

Toride Art Project and Outenin Temple

Name of the project 
evaluated

Implementing 
organisation

Project outline

Because peer review 
evaluation is done by peers 
doing similar work, 
evaluation and criticism can 
be shared constructively. 

Evaluation goals

What are the main 
things evaluated?

External experts

Who carries out 
the evaluation?

● Implementing organisations partner with organizations or colleagues 
(peers) in the same field to evaluate each other’s projects

Photo provided by: Toride Art Project

Four case studies ﹇ Peer review
 evaluation 

﹈

Four case studies ﹇ Peer review
 evaluation 

﹈
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TAP
 (organisation implementing the project)

Outenin Temple 
(peer)

Im
m

ediately after 
im

plem
entation

Later

Search for a partner for the peer 
evaluation (a project that seems 
similar to yours)

Set the aspects to be 
investigated by the peer review

Review and hone the organisa-
tion’s internal communications 
methods

Update the website to improve 
dissemination of project information

Make an offer

Summarize findings in a report Share feedback and impressions

Presentation at an “& G” study group meeting 

Share materials (materials about the organisation’s management and operations, questionnaire, etc.)

Observe the peer’s project at work (learn about external-facing activities such as events, hubs)

Site visit to the peer’s office (learn about management and operations, etc.)  

Accept the offer

After the visits, the TAP 
members review the meeting.

D
uring im

plem
entation

B
efore project im

plem
entation

In TAP’s case: 
1) Understanding project 

stakeholders
2) Involving diverse community 

members in setting up the NPO
3) Creating "a space"

We first looked for an organisation similar to TAP, one that 
worked based on the “hub model” and had been active since 
about 2000. This took some time, because there were no Tokyo 
organisations using the hub model and active for this length of 
time. Also, we couldn’t find suitable dates with the first 
organisation we considered, and it was hard to find time for 
evaluation while still running our project hub.
 
After deciding on Outenin Temple as our peer, we then set the 
topics that we wanted to examine, shared documents from our 
operational offices with them, and sent a questionnaire to 
them. We visited Outenin Temple and debriefed the meeting 
after coming home. Through discussions with the members, 
we organised their opinions (see chart below) and took the 
discussion deeper for the “& G” study group. 

Thinking about the commonalities between TAP and Outenin 
Temple was a fresh approach. After undertaking the peer 
evaluation with Outenin Temple, we gained a renewed 
understanding during internal discussions of the obvious yet 
fundamental point that while the value of the Art Project cannot 
be determined, the hustle and bustle generated has value. In 
addition, within our workplace, we were able to confirm what 
each of the staff members of TAP thought and felt. For 
example, the working conditions at the Art Project are not very 
good. We were able to name the reasons why each of us still 
continue to be passionate about and involved with TAP, and 
what we personally consider most valuable about the activities.

What was happening at Outenin Temple Insights

At Outenin Temple, the office had planned 
and run virtually all aspects of project 
management, but recently they had 
radically changed the role of the office to 
bring about a situation in which “Quality 
＜ Taking on a challenge”.

·The idea that “Quality ＜ Taking on a 
challenge” is new and refreshing

·The dilemma that the same people 
always end up taking charge

·It’s great that an office which had 
always been in charge of planning 
has taken a step back. 

●W
hat did you actually do?

●W
hat w

ere the outcom
es?

Selected learnings from the peer evaluation process

Four case studies ﹇ Peer review
 evaluation 

﹈

Four case studies ﹇ Peer review
 evaluation 
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We made use of the peer evaluation to improve our operations 
and promote internal communications within our workplace. 
There were astonishing results, particularly in terms of internal 
communications.

Since TAP runs each of its four projects at different hubs, staff 
rarely have the chance to meet each other face-to-face. Before 
the peer evaluation, project staff were hesitant to ask for input 
from all of their extremely busy colleagues, feeling that they 
should do a certain amount of planning on their own, and let them 
know by email. However, after the peer review evaluation, the 
atmosphere changed; taking the time to consult with each other 
on certain project decisions became more important. During the 
peer evaluation, staff were able to see that other people often 
have answers to contribute, and that talking to others in their field 
can lead to essential insights. 

I think a peer evaluation is meaningful for any group, however 
small. Simply learning about one’s counterpart, without making a 
big deal about the fact that it’s an evaluation, leads to many 
discoveries. However, it’s hard to conduct an evaluation while 
running a project, so it’s probably a good idea to include peer 
evaluation as one of the core aspects of your project. It is also 
important to be aware that in peer evaluation, a lot of time is 
needed to select a peer and arrange a schedule. The internal 
review is the most important part of peer evaluation, so be sure to 
allow ample time for this, too.

Is there anything we should be careful about when doing 
a peer review evaluation?

When I studied Drucker’s method of non-profit management, I 
was taught: “If you evaluate yourselves, it turns into awkward 
nitpicking.” I had my own experience of trying this and failing, and 
so I came to feel that it was difficult to introduce any evaluation 
unless those working on the ground welcomed it. Also, while the 
art projects themselves continued to flourish, the fact that the 
young project staff members had few opportunities to meet 
others in the same field, the way that staff members of public 
cultural facilities can do at trainings, was another issue.

If you’re going to work on a cultural project, you need to think 
about what the arts are. The arts generate unexpected results 
through previously unknown potential or the power to break free 
of existing systems and concepts. It’s as if you asked for curry 
and rice but were served fried noodles. It’s fine to use a logic 
model, but if meeting targets becomes the only goal, this is a case 
of putting the cart before the horse. The power of the arts is lost, 
and the implementation of the project, which works through the 
arts, will be diminished.

The power of the arts, and the problems with logic models

Peer evaluation provides an opportunity to encounter others in 
the field and to capture terms and values which cannot be under-
stood with a logic model, and which can slip through the cracks 
otherwise. The method highlights the fact that looking only at 
things which yield results is not evaluation. 

Distinctive features of peer evaluation

We talked with 
Yasue Habara and Ayako Omuka 
of TAP! 

3 key points

1. Your peers have many useful insights that can support 
your project.

2. Peer evaluation is useful for improving internal communi-
cations and management.

3. The staff team should review the project to reconsider 
assumptions.

How are you making use of the evaluation results? Sumiko Kumakura’s experiences and issues on the ground

Yasue 
Habara

Ayako 
Omuka

We talked with Sumiko 
Kumakura and Saya Makihara, 
who are in charge of “& G” at 
Tokyo University of the Arts!Sumiko

Kumakura
Saya
Makihara

Photo provided by: Toride Art Project

Four case studies ﹇ Peer review
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Evaluation goals

What are the main 
things evaluated?

Necessary

Theory

External experts

Who carried out 
the evaluation?

Name of the project 
evaluated YokohamArtLife held in the 2019-2020 fiscal year

Grants secretariat

Project outline

Please tell us what prompted you to carry out an 
evaluation, and why you chose this evaluation method.

● The grants secretariat gives some workshops to encourage 
self-evaluation by implementing organisations. In addition, 
selection panel members give feedback before, during, and 
after implementation.  

Ever since ACY began grant programmes in 2008, we have been 
involved in a process of trial and error concerning not only evaluation 
of implementing organisations and of artists receiving funding, but of 
the grant programme itself. In the 2010–2011 fiscal year, we held 
intensive study groups and workshops on evaluation, and produced 
a report on the nature of evaluation. At the time, however, we simply 
created a report without applying it. Thinking about it now, we didn’t 
really have a perspective on how to improve the projects; we had a 
stronger focus on appraisal and checks. 

It was during Creative Inclusion (a project to support artists working 
in socially inclusive activities) in 2017–2018 that the importance of 
evaluation was really brought home to us. At the time, we decided to 
do evaluation for ourselves, rather than for someone else, and 
carried out an empowerment-type project evaluation. We used a 
logic model and other tools from the design stage of the grant 
programme, discussing with evaluation experts how to put together 
a programme which would effectively support the selected artists 
and organisations. We asked the selection panel members not only 
to select the projects, but also to give each organisation advice 
before, during, and after implementation. This led to visible changes 
in artists and organizations

The next task was to ensure that the impacts were disseminated 
throughout society. As a result, in 2020, we designed YokohamArtLife, 
an open recruitment programme that pays attention to outcomes 
from the outset. We co-created evaluation indicators with the artists 
and organisations selected as one aspect of our support to them.  

Empowerment-type project improvement evaluation

Arts Commission Yokohama

Thinking about the design of grants 
programmes with evaluation experts 
and supporting organisations leads 
to a better project overall.

Support implementing organisations projects to facilitate 
improvement, while also understanding the importance of 
evaluation of their various activities.

A two-year grant programme to support projects encourag-
ing people who have not had access to the arts and culture 
to participate in such activities.

Implementing organisations, experts in the arts and commu-
nity building

Yokohama Arts Foundation, administered by the Arts Com-
mission Yokohama (ACY)

Four case studies ﹇ Em
pow

erm
ent-type project im

provem
ent evaluation 

﹈

Four case studies ﹇ Em
pow

erm
ent-type project im

provem
ent evaluation 

﹈

4544

p. 80, ⑥ - ⑧Reference
 materials



●W
hat did you do at the evaluation w

orkshops?

●Are selection panel m
em

bers a 
    part of the process throughout?

One or two representatives from each implementing organisation 
came together and, along with our secretariat, created “common 
indicators” for use across all organisations, and “unique 
indicators” to guide the self-evaluation of each organisation, with 
advice from experts.

However, the examples presented for the common indicators in 
the first year were too strongly oriented towards local government 
indicators or organisation-specific matters, (e.g., level of satisfaction 
with Yokohama City, isolation and challenges in people’s lives,) 
rather than artistic and cultural experiences, so the participating 
organisations first reacted with comments such as “We’re not 
carrying out our activities for goals like these.” As a result, the 
indicators ended up being typical ones, such as “Frequency of 
artistic and cultural experiences.”

So, in the second year, we added psychological indicators (e.g., 
inspiration, self-esteem, connection with society) reflecting 
participants’ experiences of the project to the list of “common 
indicators.” This time, everyone expressed interest and was eager 
to participate. In addition, at the same time as making a simple 
logic model for the “individual indicators,” we worked to find the 
overlaps between what each group was doing and what was 
needed in society, using this to inform our indicators. This work 
also ended up serving as a theory-based evaluation, improving 
the quality of their activities.

We ask the selection panel members not only to select the 
artists and organisations implementing the projects, but also to 
participate in mid-term and year-end reporting sessions to review 
each organisation’s activities.

As such, the activities implemented continue to improve. Our 
grants scheme pays attention to the outcomes of the scheme 
itself and is designed to encourage the growth of artists and 
organisations.

Grants secretariat Implementing 
organisation Experts

Through a logic model, 
design a grants 
programme which pays 
attention to outcomes

Support the design of 
the grant programme

Develop and publicise 
grant application 
guidelines 

Compile a project 
report document based 
on the reports 
submitted by each 
organisation

Submit a final project 
report at the end of 
the fiscal year

Ongoing project 
development 
(planned)

Present reports

[Selection panel members] 
Advise implementing 
organisations

Participate in 
workshops, create 
indicators

[Evaluation experts] 
Facilitate workshops

Report on project 
progress

[Selection panel members] 
Advise implementing 
organisations 

[Selection panel members] 
Advise implementing organisations 

Announce projects

Hold selection panel meeting

Hold 3 to 4 evaluation workshops

Hold mid-term reporting session

Hold year-end reporting session

Im
m

ediately after 
im

plem
entation

Later
D

uring im
plem

entation
B

efore project im
plem

entation

On the application form, 
require the description 
of project content as 
well as evaluation 
methods that pay 
attention to outcomes.
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It helps if you think that the issues are not in society, but instead are 
in the realm of the arts. I don’t think we should evaluate whether we 
are solving the problems of society or not; if we believe in the power 
of art, we just need to look at how widely the impact of the arts is 
being disseminated in society. We need to assess if we are 
communicating the value of our activities to broader society, and if 
we are communicating effectively with each other. This is something 
we need to resolve first.

Advice for people struggling with evaluation

1. By figuring out their own indicators, implementing 
organisations can make the value of these projects 
visible and work to improve them.

2. When the grants secretariat clarifies the goals and 
purpose of the funding and communicates this 
information to organisations, the evaluation cycle can 
begin to function effectively.

3. The grants secretariat is then able to make concrete 
proposals to local government about grant 
programmes and policies.

If funders simply hand over the money and abdicate all further 
responsibility,  this will not lead to an evaluation cycle, however hard 
those involved think of logic models. 

Funders must clearly explain why they are offering the grants to 
implementing organisations. It is important to explain their own goals 
and understandings of what the funding means, and what it is for, so 
that organisations can identify how their own goals and meaning 
connect and pursue these connections: this is what we expect from 
them. I think this is the start of evaluation.

The responsibilities of funders

In the second year, each organisation became able to evaluate the 
new values generated by the overlap of “arts venues and spaces” 
and “community venues and spaces.” There was an increase in the 
number of concrete activities leading to project improvement, such 
as the creation of questionnaires focusing on this overlap or the 
sampling of stories from journals kept by staff members. At the 
mid-term reporting session in the second year, in particular, we could 
see that each organisation was using proactive and ingenious 
methods to disseminate the benefits of its activities more broadly 
and was conscious of the question of sustainability of its initiative. 
So we felt confident that the evaluation process was yielding results.

What did you achieve?

At the end of the project cycle, we create and publish a report 
evaluating ACY’s grant programme and each funded project. In 
preparing the report, we pay careful attention to who the subject is. 
We also put a lot of thought into the effective use of photos to 
creatively demonstrate the impacts of arts activities. 

By carrying out robust evaluation of the grants programme and 
laying out the issues methodically, we have become able to make 
concrete proposals on the kind of programme we would like to 
implement next when Yokohama City government or others ask us 
for advice. In the end, evaluation also functions as advocacy.

How are you making use of the evaluation results?

We talked with 
Eisuke Sugizaki of ACY!

E isuke 
Sug izak i

3 key points
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We have been working on socially inclusive projects at Tokyo Bunka 
Kaikan since 2016. As society’s demands of the arts and culture 
and of cultural facilities and organisations increase, under the 
catchphrase “arts and culture which contribute to society” we felt a 
need to show the social role of the arts objectively, through the 
validation of case studies from our work. We seek to answer the 
question of what changes music, and the arts in general, bring about 
in people and in society.  Since 2018, we have asked Dr. Nahoko 
Kusaka, a researcher in the psychology of aging at Doshisha 
Women’s College of Liberal Arts, to carry out third-party evaluation 
and validate our activities. 

The biggest reason why we asked Dr. Kusaka was that she is a 
practitioner as well as a researcher. We first met her during onsite 
observations and then read her workshop verification for senior 
citizens given by another organisation. Since then we had wanted to 
work with her.

We are currently conducting a verification of social issues such as 
extending healthy life expectancy and improving QOL from the 
perspective of exploring the power of music, using an action 
research* approach based on our original music workshops for 
senior citizens. In concrete terms, we worked together with a 
university on an objective verification, incorporating knowledge from 
the psychology of aging to analyse the changes which occurred in 
workshop participants during or shortly before or after the 
workshops by looking at the reactions of or changes in the research 
participants.

Evaluation goals

What are the main 
things evaluated?

Necessary

Outcomes

External experts

Who carried out 
the evaluation?

Name of the 
project evaluated

Organisation 
implementing the 
project

Project outline

By validating and analysing the 
meaning and outcomes of your 
own activities with researchers, 
you will be able to review your 
activities and promote related 
information more effectively.

Please tell us what prompted you to carry out an 
evaluation, and why you chose this evaluation method.

Creating unique indicators

Tokyo Bunka Kaikan

* Action research: A research method which aims to find solutions to issues. Those 
directly concerned think with researchers about solutions to the issues, validate these 
solutions, and resolve the issues based on the validation results, while also looking at 
ways to improve the solutions.

● Researchers and the implementing organisation create 
indicators to measure the project’s uniqueness

● Through fieldwork, the value of the activities is articulated.

Ac
hie

vem
ent

s

Clarify the project’ s meaning and efficacy from an objective 
standpoint, leading to project improvement and programme 
development

Tokyo Bunka Kaikan, Tokyo Metropolitan Foundation for 
History and Culture

Inclusive Arts Initiative held in 2018 – 2020 
(music workshops for senior citizens, lectures and training 
for the art activities leading to social inclusion

Music workshops with an emphasis on creativity, coopera-
tion, and inclusivity were held at Tokyo Bunka Kaikan, cultur-
al facilities, facilities for senior citizens, and social welfare 
facilities in Tokyo as Inclusive Arts Initiative. Training 
sessions for artists and lectures about social issues were 
also held. 

Researchers in the psychology of aging and in the sociology 
of art

＞ information on evaluation, p. 50 – 51
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We decide on concrete topics for each fiscal year. Then we 
explore the outline of the research based on our hypotheses 
and, to validate these, measure subjects’ behaviour, and 
conduct questionnaires and interviews. Using diverse research 
methods and psychological theories, we are able to convert 
the changes in the participants into indicators from a variety of 
viewpoints.
 

For example, in 2019, we carried out validation on the topic of 
“creating a framework which will make people who do not have 
a habit of engaging with cultural activities want to participate”. 
We analysed the workshop programme, and validated whether 
or not participants’ moods, such as “relaxed”, “excited”, 
“comfortable”, etc. changed before and after the workshop, 
and whether or not differences could be seen in these mood 
changes depending on participants’ degree of health, feelings 
of unease, or experience of participating in musical activities. 
In 2020, based on these results, we focused on the perspective 
of the programme to group satisfaction and happiness, 
modifying the design to make it easier to feel empathy, 
achievement, and gratitude in the context of relationships with 
others. 

Taking the example above, it became clear that, for adults 
participating in a workshop for the first time, a structured 
programme with a clear goal – what they will do at the workshop, 
and what they will become able to do – is effective in increasing 
participants' sense of security.
 
Also, during the workshop reflection, artists sometimes says 
“I was wondering about the meaning of this action by that 
participant”. Then the researcher may response with her analysis 
from the lens of behavioural psychology . This can be a trigger for 
artists to act more consciously and become more aware of 
effective actions (interventions). This allows us to improve the 
workshop programme as a result.

●W
hat kind of research and validation 

did you carry out?

●W
hat did you achieve?

Tokyo Bunka Kaikan
 (implementing organisation) Researcher

Decide on fields, projects, or 
topics for research and 
validation

Confirm a field，pre-coordination 
and liaison 

Carry out project improvement

PR within and outside the 
organisation

Carry out ongoing research and 
validation

Recruit participants, arrange 
performers, venue, etc.

Reflection

Analyse

Publish report or hold reporting session

Gain consent from research 
participants

Coordinate between researchers,  
others involved, and artists

Review research ethics 
(researcher)

Define research plans, methods, and issues. Identify research questions 
from preliminary research

Conduct pre- and post-project interviewsHold workshop(s)

Collection of video and audio data through 
behavioural observation (including field notes)

Conduct pre- and post-project questionnaires

Im
m

ediately after 
im

plem
entation

Later
During im

plem
entation

B
efore project im

plem
entation

After selection of researcher and coordination, share fields and project content

＞ information on evaluation, p. 50 – 51
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In 2019, we asked Mia Nakamura, a researcher in the sociology of 
art from Kyushu University, to conduct fieldwork and interviews 
with specialist agencies and practitioners. Our goals were to clarify 
the strengths and weaknesses of our inclusive projects, and their, 
implementation structures and to verbalise the value (outcomes 
and impact) of the activities in order to use these as evidence for 
our projects. 
 
As a result, we were able to verbalise the value of the workshops, 
which we had only previously captured in participants’ accounts of 
their experiences, as well as the role of the workshop leaders 
(specialists who can communicate the joy and fun of music to a 
wide variety of different groups from new angles) whom we are 
training at Tokyo Bunka Kaikan, and the importance of and 
challenges with the training programme.

The results of this research are reflected in the “Guidebook to the 
Art Activities leading to Social Inclusion” published in March 2020 
(English version published in 2020), and are contributing not only to 
advocacy but also to other organisations undertaking similar 
cultural projects or willing to start inclusive programmes.

Evaluation from a new perspective

3 key points

1. With experts, create indicators to evaluate the unique 
character of your project.

2. It is important to have a good liaison and communica-
tion between everyone involved, including experts, 
artists, participants, and staff.

3. You will be able to gain a new understanding of your 
own activities from an objective standpoint.

Some unforeseen trouble occurred on the first day of a workshop at 
a care home for senior citizens, due to a misunderstanding during 
our prior confirmation of the research process. Liaison and 
communication between those involved is essential for action 
research; since we are carrying out our research at the same time as 
holding the workshop, it is extremely important to build good 
relationships and trust between the artists, workshop participants, 
researchers, and facility personnel and create an environment in 
which everyone can feel comfortable and act in their usual ways.
  
We are using various means to create opportunities for communication 
from the pre-implementation phase onwards. We write down the 
content to be researched and our to-dos on the day in detail and 
confirm these in advance. We pay careful attention to ensure that the 
researchers do not create unnecessary interventions. We also ensure 
that the artists and researchers can communicate as non-hierarchically 
as possible.

Did setting up workshops involving researchers create 
any difficulties for you?

It is important that evaluation and validation illustrate the value and 
impact of our work based on the project outcomes, from a third-party 
perspective. Internally, we make use of the those reports evaluation to 
improve projects and identify our challenges in subsequent years. We 
also share our learning in annual reports and at international 
conferences.

In addition, we hold reporting sessions and forums to share the 
validation results and outcomes with other cultural facilities or arts 
personnel. By doing so, these can serve as a reference when other 
organisations or regions hold similar projects or create frameworks.

We hope that clearly stating, disseminating, and sharing the outcomes 
and knowledge obtained from our activities in these ways will help to 
stimulate activities nationwide. 

How are you making use of the evaluation results?

We talked with Yukiyo Sugiyama 
of Tokyo Bunka Kaikan!

©Mino Inoue ©Jouj i  Suzuki

Yukiyo Sugiyama
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Necessary

Outcomes

Experts in SROI evaluation

Workshops held for several elementary and junior high 
schools in Kani City, utilizing drama and dance methods with 
the aim of improving children and students’ ability to under-
stand others (accept their feelings) and to speak.

A project utilizing the creativity of culture and the arts carried 
out in Kani City (project to develop communicative ability, 
2017 fiscal year)

We make use of this to demonstrate 
the monetary value of the changes 
brought about by a project, and to 
communicate the project’s necessity 
to government (the finance division) 
and politicians.

SROI* evaluation

Kani City Cultural Creation Center ala

Please tell us what prompted you to carry out an 
evaluation, and why you chose this evaluation method

Our previous evaluations of cultural projects only covered outputs, 
such as audience figures or income generated. We were unable to 
express important changes, such as how participants began to smile 
or became friendly with each other, using objective indexes. This 
made it difficult for us to convey the importance of the projects to 
local government. 

We started to think, therefore, that we needed evidence that was 
broader than just outputs. Without properly picking up the changes 
generated by the project and quantifying them by comparing them 
with other statistical data, it is impossible to create objective 
evidence. We needed to tell local government (the finance division) 
and politicians about how the participants had changed using 
objective evidence, by quantifying the changes brought about by 
culture and converting that value into monetary value, and so we 
decided to calculate SROI. 

However, we feel that what is important is not calculating the 
monetary value in itself, but rather analysing why changes were or 
were not brought about by the project, feeding the results back into 
a logic model, and making use of them to improve the project.

* SROI(social return on investment): a method of calculating how much of a social 
dividend was obtained for the money invested by converting the social value created 
by an activity into a monetary value. A photo of a theater expression workshop

 in Gifu Prefectural East

● Evaluation experts validate the project and calculate the 
monetary value of the changes it has brought about. 

By calculating the monetary value of social value, clarify the 
meaning and outcomes of the project, and fulfil the duty of 
accountability

Kani City Cultural Creation Center ala, Kani City Cultural Arts 
Promotion Foundation (public interest incorporated founda-
tion)

Evaluation goals

What are the main 
things evaluated?

External experts

Who carried out 
the evaluation?

Name of the 
project evaluated

Organisation 
implementing the 
project

Project outline
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Experts in 
SROI evaluation

ala (organisation 
implementing the project)

Kani City 
(funder)Schools

Investigate the background of projects 
utilising the creativity of culture and the 
arts carried out in Kani City, and 
design pre-project interviews

Collaborate with investigation and interviews

Hold workshops

Current status survey and 
preliminary hearings regarding 
the implementing company and 
the implementing project

① Stakeholder analysis
Investigate the current 
situation at the target 
schools/ classes, and carry 
out pre-project interviews

② Creation of a logic model

③ Creation of an impact map 
+ design of evaluation 
indicators

Distribute and collect pre-project questionnaire

Distribute and collect post-project questionnaire

Hold post-project interviews

Analyse measurements and 
calculate SROI 

Submit report Report to local 
government

Cooperate in interviews

Implement project 
improvement

Carry out ongoing investigation and validation

Collaborate with 
investigation and 
interviews

Collaborate with investigation and interviews

① Inputs
 (resources invested)

People, materials, 
and funds

②Activities

Holding workshops

③Outputs

Number of workshops held, 
participant numbers

④Outcomes

*Excerpted from the logic model

① Stakeholder analysis
Stakeholder analysis is one of the most important components of 
an SROI evaluation. A comprehensive sample of stakeholders is 
analysed, and the findings are verbalised and organised. Based 
on this analysis, we put into words “what kinds of effects there 
are on which people”, and create a logic model and impact map 
to meaningfully connect these changes. 

② Creation of a logic model
This clearly states the inputs (resources invested), activities, 
outputs, and outcomes of the project or policy, and connects 
them in causal relationships. 
In this project, we ordered the elements as follows to show how 
they were related, working back from the final outcome of 
“children’s healthy development” to the inputs.

②Creation of an impact map
In order to calculate SROI, we organised the inputs, outputs, and 
outcomes for each stakeholder, and stated clear evaluation 
indexes for each item. In this project, we made items such as 
“Number of instances of self-expression”, “Interest in expression 
by others”, and “Degree of trust of adults” into indicators for the 
children, and “Degree of interest in/ understanding of children/ 
students” into an indicator for teachers. We validated the 
changes in these before and after the workshops through 
questionnaires and interviews.

●W
hat kind of investigation and validation did you carry out?

Im
m

ediately after 
im

plem
entation

Later
During 

im
plem

entation
B

efore project im
plem

entation

Initial: Children 
experience for 
themselves the fun of 
collaborating with others

Mid-term: Children start 
to relate to their friends 
proactively

Final: Formation of 
relationships of trust 
between children 
Final: Children’s healthy 
development
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3 key points

1. SROI is quite complex, so expert support is essential.
2. The social change brought about by the project is converted 

into monetary value, which is used as evidence.
3. It is important to analyse why changes were or were not 

brought about by the project, feeding the results back into a 
logic model, and using them to improve the project.

When we calculated the monetary value of the project outcomes, 
on the basis of a comparison of the pre- and post-workshop 
questionnaires and the interviews, the results were as follows for an 
average of two workshops each per year for around 620 children and 
young people:
 · Inputs = 2,100,000 yen
 · Outcomes = 4,851,777 yen (net present value)
 · SROI = 2.31
In addition, the results showed that the workshops play a particularly 
useful role in self-expression, understanding others, and 
community-building within classes, and that they also function as a 
place of learning for teachers. For example, when we looked at the 
changes in outcomes between the pre- and post-workshop 
questionnaires, we found great improvements in the scores for items 
such as “I communicate my thoughts and expressions”, “I have 
become more interested in relationships with other people”, and “My 
communication skills have improved”.

What did you learn from the results of the investigation?

Since SROI requires expert knowledge in the conversion of a 
project’s social value into monetary value, we could say that it is 
relatively difficult. It can be used strategically as a means of 
persuading local governments and politicians of the necessity of a 
project, but there is always the danger that figures can take on a life 
of their own, so it is important to understand the distinctive 
characteristics of SROI before using it.

In addition, SROI was originally a method created in order to see the 
social cost-effectiveness of large-scale projects, and the number of 
experts in evaluation for SROI is decreasing, so I do not think that 
you need to go out of your way to choose SROI as an evaluation 
method.
 
Currently, the importance of evaluating impacts themselves is not 
limited to the field of the arts and culture, but is something shared 
with other fields. Even if you do not use SROI, I think that it would 

Is it hard to take on an SROI evaluation?

We talked with Chika Ochiai 
of K-three Inc., who was involved 
with this evaluation!

How are you making use of the evaluation results?

We talked with Kisei Ei of ala!

be convincing to funders (government) if you have investigation 
results saying, for example, that X % of people underwent a 
particular change, showing the degree of contribution to SDGs, or 
the importance of outcomes in terms of the government’s grand 
design or overall plans.

They are not only being used for advocacy towards the local 
government and city council, but also leading to the continuation 
and development of the project. For example, ala has become a hub 
connecting the prefectural Board of Education and the Bungakuza 
theatre company. In the 2018 fiscal year, the two signed a 
partnership agreement, and drama workshops are being held on an 
ongoing basis at twelve schools service students with educational 
difficulties run by the prefecture. 

In the 2019 fiscal year, the drama and expression workshops held at 
Tono High School developed into a course that the Faculties of 
Pharmacy and Nursing of the Gifu University of Medical Science 
now offers in partnership with Bungakuza. It has thus contributed to 
“relationship building” in community nursing and care of the elderly.

In these ways, I believe that working on evaluation is an investment 
in order to share your activities with someone, and take another step 
forward. Evaluation becomes an opportunity for communication to 
evolve among those involved: clarifying the meaning and goals of 
your own activities provides hints about how to take your project 
forward. 

Chika Ochiai

Kisei Ei

Four case studies ﹇ SR
O

I evaluation 

﹈

Four case studies ﹇ SR
O

I evaluation 

﹈

6160



Toride Art Project 
and Outenin Temple

Arts Commission
Yokohama

Peer review evaluation Empowerment-type project 
improvement evaluation

Finding ways to carry 
out projects using 
methods other than 
third-party evaluation

Support implementing 
organisations projects to 
facilitate improvement, while 
also understanding the 
importance of evaluation of 
their various activities.

Implementing 
organisations partner 
with organizations or 
colleagues (peers) in the 
same field to evaluate 
each other’s projects

The grants secretariat gives 
some workshops to encourage 
self-evaluation by implementing 
organisations. In addition, 
selection panel members give 
feedback before, during, and 
after implementation. 

The project as a whole 

Reciprocal evaluation 
by others in the field 
(= peers)

· You can discover your 
project’s value.

· It can be done without 
experts.

· Organisation implementing the 
project: You can discover your 
project’s value.

· Grants secretariat: You can fulfil 
your duty of accountability 
towards your parent 
organisation, while also 
encouraging the growth of the 
organisations receiving funding.

Implementing organisations, 
experts in the arts and 
community building

Theory

Unnecessary

Evaluation goals

Tokyo Bunka Kaikan

Overview of 
evaluation 
activities

What are the main
things evaluated?

External experts

Who carries out 
the evaluation?

Why it’s 
recommended

Evaluation goals

Overview of 
evaluation 
activities

What are the main
things evaluated?

External experts

Who carries out 
the evaluation?

Why it’s 
recommended

Creating unique 
indicators

Clarify the project’s value 
and impact from an 
objective standpoint, 
leading to project 
improvement and 
programme development

Researchers and the 
implementing organisation 
create indicators to affirm 
the project’s unique 
character

· You can identify the value 
of your project visible to 
third parties.

· You can carry out 
evidence-based 
programme development.

Researchers in psychology 
of aging and in the 
sociology of art

Experts in SROI 
evaluation

Outcomes

Necessary Necessary

Kani City Cultural Creation
Center ala

SROI evaluation

By calculating the monetary 
value of social value, clarify 
the meaning and outcomes 
of the project, and fulfil the 
duty of accountability

Evaluation experts validate 
the project and calculate 
the monetary value of the 
changes it has brought 
about 

· You can make the value of 
your project visible to third 
parties.

Outcomes

List of case studies

Necessary

Four case studies

Four case studies
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In this chapter, we take a step back to think 
about ingenious measures we can take to 
create a space for dialogue with various people 
involved with a project. Through a space for 
diverse dialogues, we will aim to gather ideas 
to collectively articulate our project goals and 
targets. How and with whom should we engage 
in dialogue which leads to evaluation carried 
out or the benefit of the community? Let’s look 
at some tips together.

The first step 
on the evaluation journey

Summary

The initiatives introduced in this chapter are just a few 
of the many examples of evaluation in practice. Simply 
by looking at these four cases, you can tell that each 
evaluation method has its own distinctive characteris-
tics and strengths. 

Each of these initiatives is cutting-edge and unique, but 
we hope that you have been able to see that in order to 
get where they are now, the project members had to 
feel uncomfortable with existing evaluation methods, or 
to try things which did not go well… Just like the cases 
introduced in Chapter Two, they had to go through a 
process of repeated trial and error and to experiment 
with various ingenious adjustments.

As we covered in Chapter One, when choosing an 
evaluation method, it is important to think hard about 

“when, with whom, and what” you want to think about 
during the evaluation activities, and “what you want to 
communicate to whom.” Creating a cycle in which you 
review the project after implementation and feed these 
results into the next project will surely provide clues to 
help you to find an evaluation method which is suitable 
for you. 

Four case studies
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Throughout this book, we have discussed the importance of 
thinking about your project’s goals and targets when designing 
evaluation and choosing evaluation methods. However, putting 
the project’s goals and targets into words is no simple task. There 
are probably many people implementing projects who find it 
difficult to articulate project goals to colleagues, even if they have 
written them out in a funding application. It could be that project 
goals have been set and activities carried out, but they do not 
seem to match the actual situation.

A repeated process of practice and dialogue is necessary to get 
closer to finding the works to express the project’s goals and 
targets. First, try to write down the goals and targets, even if the 
words you use are temporary. Then, through dialogue, try to articu-
late the discoveries you have made through practice, or the times 
when you have experienced or observed the project’s impacts. 
Through this practice, you should be able to communicate about 
the project in increasingly clearer terms.

With whom, then, should dialogue take place, and in what way? 
In this chapter, we will look in concrete terms at dialogue partners 
and points for making dialogue go well. Creating a space for 
diverse forms of dialogue with the people involved is the key to 
finding words to describe your project.

Creating a space for dialogue

Right! I understand how to evaluate now, 
so where should I start? 
What were the goals of our project again…?

That’s it!

Project Goal

Do things which are meaningful for society!

What exactly does 

that mean in practice…?

Well, it’s… err… all kinds of things.
But I can’t really put them into words…

It’s difficult to put them into words, 
isn’t it? Through dialogue with 
everyone involved, you can gain new 
insights and find new words!

Hello!
Nice to meet you!
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What kinds of dialogue partners are there? As well as event partici-
pants, we can think of various people involved with the project: 
funders, operational staff, artists, partner organisations, and so 
on. The diagram below is an example showing how the organisa-
tion in charge of a particular project communicated with partners 
in the form of a “Stakeholder Map”.

Think about with whom and in what way you could talk in order to 
get the information and perspectives you need for your own 
project, and what kinds of people are involved, including names, 
if possible.

Encouraging dialogue demands ingenuity. There are many 
creative ways to obtain the information and words that you need, 
including the use of questionnaires, photos, or videos, or reading 
reports on similar projects. Also, dialogue using words or letters 
can sometimes be difficult in socially inclusive arts activities. In 
such cases, it is important to stand in your partner’s shoes for a 
moment and co-create a form of dialogue which will be easy for 
them to participate in.

So what kinds of creative means can you use to create a space for 
dialogue? In the next pages, we will look at some concrete 
methods.

Who do we need to talk to? How should we go about it? 

Stakeholder Map

Project’s core 
participants

Families of the participants
(experts in evaluation, clinical psychologists, 
experts in fields related to the project such as welfare, 
the arts, education, etc.)People/organisations

 implementing the project
(Project organisers,

 whether individuals or groups)　

Artists 

Partner organisations

Collaborating organisations

Funders

Government funders

(NPO staff, care staff, schools, etc.)

(arts councils, foundations promoting the arts and culture, etc.) 

Supporters of the participants

Event participants
Operational staff

Coordinators/ facilitators 

Support staff 
(paid/unpaid volunteers, local community members, etc.)　

 (sign language clubs, information accessibility apps, venue owners, etc.) 

Intermediary support organisations

Experts 

(staff of divisions concerned with cultural, 
welfare, or educational projects in central 
government ministries, prefectural 
governments, or municipal governments)
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Try to gain a good idea of the objective facts about the projects 
which you are carrying out (or have carried out). Gather information 
about, for example, participant numbers, demographics, previous 
participation histories (number of years participating), attributes, and 
so on. You can consider project inputs (investments) as well as 
outputs (results). 

Even if something is not apparent from one year’s data, you may be 
able to observe changes over time if you continue to collect data. By 
putting into words the things which you notice when looking at the 
data, you can obtain clues helping you to grasp the impact of the 
project.

First, create a framework to open up dialogue. Most projects are run 
by a limited number of people who have their hands full simply 
carrying out the project itself. However, even if you obtain informa-
tion and verbal feedback through dialogue, it is hard to use it in your 
project if you cannot share these with colleagues. By exercising 
ingenuity when carrying out your existing work, create an environ-
ment in which you can hold regular internal discussions about 
project goals and impacts.

For example, you could make use of your organisation’s regular 
meetings. It is hard to arrange a separate meeting to discuss your 
project’s goals, but try to set aside even a short time initially to 
discuss them during the regular meetings. Probably there will be 
days when you cannot spare even 10 minutes, and days when you 
can talk about them for 30 minutes or more, but it is important to 
have an ongoing discussion.  

Creating an opportunity for people from different backgrounds who 
are involved with the project to get together and hold a discussion is 
also effective. Choose a time when this is easy to implement, such 
as at the start or end of the fiscal year, or mid-term, and put it into 
your annual schedule.

In the next section, we will look at creative ways to obtain essential 
information and words through dialogue under the following 
headings.

Facilitating dialogue Organise objective information

Try looking over the data together with the people involved and 
talking about what you can see from it.
●What are the figures which particularly intrigue you? What 
changes can be seen over time?
●What kinds of significance do you think these figures or 
changes have?

Listen to people directly (interviews) 

Record what takes place Carry out a review

Organise objective information Administer questionnaires
 P.71

 P.72

 P.74

 P.76
 P.77

When I put together the data over 
three years, I  understood how 
various things are changing…

I’ ve looked at this year’ s data, 
but there don’ t seem to be any 
particular changes…

Three 
years
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Administer questionnaires

Use questionnaires to collect participants’ feelings about events. 
It is a good idea to talk with the people involved and decide what 
kinds of thing you want to know when planning what the question-
naire should cover. By doing so, you can choose whether written 
answers (qualitative data) or check boxes or other evaluation 
scales (quantitative data) are the most appropriate method for 
each item. It is also important to use your ingenuity to make 
answering the questionnaire easy for those whose opinions you 
want to hear.

In order to find out what the people involved with running the 
project would like to hear from the participants, you could 
first carry out a questionnaire internally. Based on this, you 
could draft a questionnaire for distribution to the participants, 
then discuss this at an executive committee meeting or 
similar, and include everyone's input in the final questionnaire.

When administering a questionnaire to young children or 
others who struggle to read, it is a good idea to take care to 
use simple expressions and words which are easy to read.
Questions using five-point scales such as “Very good/ Good/ 
Average/ Bad/ Very bad” are abstract, and so they can be 
hard for respondents such as children to understand. If you 
ask about their feelings using smiley faces or other illustra-
tions, it may be easier for them to answer.

In ongoing activities, you may be able to understand the 
effectiveness of an event through the changes in the attitudes 
of the participants before and after taking part. One way is to 
administer questionnaires before and after holding the event. 
Another is to send a follow-up questionnaire, for example by 
email, a certain time after the event.

Think about the questions in two stages

Administering a questionnaire is not the end. Share what you 
learned from the information gained among everyone involved, 
and make use of it in order to improve the project.
●What intrigues you most among the responses to the 
questionnaire?
●Tell your colleagues why this intrigues you, and listen to what 
intrigues them.

Circle the way you feel now

1. What made you want to participate 
in this event?

2. What kind of image (impression) do 
you have about the topic of this 
event?

I made a participant questionnaire, 
but afterwards, various people told 
me they’d like to include this or that, 
and so it’ s hard to come up with a 
finished questionnaire…

Expressions which are suited to the respondents

Administering questionnaires before and after an event

This method is effective when there are a 
large number or a broad range of people 
involved. Although it may seem like more 
work, it saves effort in the end!

Questionnaire before an event
1. Did your image (impression) about 

the topic of this event change?
2. Has your thinking about how you 

would like to engage with the topic  
changed?

Questionnaire after an event
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Listen to people directly 

Listen directly to how event participants and those involved felt in 
order to gather their responses. To obtain opinions about the 
project from many angles, it is a good idea to listen to people in 
several different positions. You can interview them individually or 
in groups. Talk with others involved beforehand to decide what 
you would like to ask.

Start with the stage before participation in the event and proceed 
in chronological order, asking about what prompted participants’ 
thoughts or feelings to change, and in what ways.

1. Thoughts and feelings before participating: “What did you 
expect to get out of participating?” “What did you think 
about XYZ before taking part?”, etc.

2. Realisations while participating: “What incident or remark 
made the greatest impression on you during the event? 
Who was involved, and what did they say or do? Please tell 
us why it made an impression on you”, etc.

3. Changes in ways of thinking or perceptions after participation: 
“How did your understanding of XYZ change?” “Did you 
learn or realise anything new which will influence your daily 
life or activities from now on? If so, what?”

The testimonies obtained in this way will of course serve as 
useful information when designing evaluation, but are also 
valuable evidence for evaluation itself. This can also be 
applied to the creation of questionnaires.

You can also capture what participants thought during an event, 
or what they wanted to learn more about, by having them write 
these on sticky notes.

By having participants write as 
many thoughts as possible, 
emphasising quantity over 
quality, and setting up times 
for group discussion based on 
these notes, everyone can 
share their thoughts and join in 
the discussion, whether they 
are a loud or a quiet person.

Even if you ask in a questionnaire “What was the most fun?”, 
it can sometimes be difficult to remember anything. It might 
be a good idea to make some creative adjustments so that it 
is easier for people to answer, such as showing photographs 
which clearly capture the nature of the event as you ask them 
to choose the most fun part, or ask for their opinions.

By talking directly with people, you can ask penetrating 
questions about the effectiveness of the event or about issues in 
the course of conversation. In addition to words, the respon-
dents’ facial expressions and body language also provide clues 
about their feelings.
●Which response by which person made the greatest impres-
sion on you during the interview?
●Talk with your companions about the significance of this 
response to dig deeper.

Think about the order in which you would like to cover topics

Share opinions written on sticky notes

Listen to the voices of those for whom responding to 
questionnaires is hard

Opinion Card
Please write down your 

thoughts on today's lecture 
on a sticky note!

- What did it make you think about?
- What do you want to learn more about?

I thought about... I want to learn 
more about...
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Record what happens

Record what takes place during project management and when 
you hold events. For example, using photos or videos to record 
participants’ expressions and the scenes at the venue is effective. 
Using these records, you can also put the feelings of those 
involved and participants into words and share them. Please see 
the reference materials for detailed archival methods. 

Review what happened during project management and when 
holding events with the people involved with your project. Becom-
ing aware of what you felt or discovered during the activities and 
sharing this with colleagues will likely lead to new insights.

A review and a reflection are two different things. Make a 
conscious effort to avoid listing all the shortcomings as materi-
al for reflection, but rather to conduct a review which unlocks 
motivation. For example:
・Have each person comment on one thing that went well.

・Build on each other’s observations to talk further: “That’s 
right; and this happened, too…”

Carry out a review

Through records, you can reconfirm the facts, and share what 
happened at the event with everyone involved.
●Did anything unplanned or unexpected happen?
●If so, what? What was the significance of this occurrence? 
Discuss with your colleagues.

Try to find creative ways to avoid formal or serious reflections, 
but instead carry out an enjoyable review. Tea or sweets, 
images or videos help to liven things up.
●What intrigued you most among other people’s opinions?
●Using this as a starting point, tell each other about your 
new insights.

Keep a record through videos

At workshops and other events involving physical movement, 
take videos showing the activities. It is fine to do this from 
one fixed standpoint. This is useful in showing what triggered 
unexpected events during the activities, and understanding 
the context in which they occurred. Watching the videos or 
looking at photos together and writing down and sharing 
anything you notice can also lead to fresh discoveries.

Creating a space which generates positive thinking

The fuzzy curve
At art events, people often find themselves in a “fuzzy state”, 
where something is on their mind but they cannot put it into words. 
It could be a good idea to try representing these changing feelings 
as a line graph (feelings curve). One 
method is to ask people to write on the 
graph what caused this “fuzzy” feeling 
to peak during the event, and to share 
their answers with each other.

Feeling fuzzy

Feeling clear

When we did XYZ

What I noticed

The situation which intrigued you Why did it intrigue you?

p. 81, ⑳Reference
 materials

p. 81, ㉒Reference
 materials
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Chika Ochiai

Sumiko Kumakura

Eisuke Sugizaki 

Yukiyo Sugiyama

Asako Hirokawa

Director and General Theatre Manager, Kani Public Arts Center ala
 
Director and Chief Knowledge Officer, K-three Inc.; Researcher, Graduate 
School of Media and Governance, Keio University

Professor, Graduate School of Global Arts, Tokyo University of the Arts

PR & ACY group, Yokohama Arts Foundation

Chief of Inclusion & Partnership Section, Planning and Production Division, 
Tokyo Bunka Kaikan

Chair, Theatre Accessibility Network (TA-net), NPO

Yasue Habara

Ayako Omuka

Saya Makihara

Board Member and Secretary General, Toride Art Project

Deputy, Toride Art Project

Doctoral candidate in Sumiko Kumakura’s research group, researching 
Artistic Creativity and the Environment within Musicology and Music Studies, 
Graduate School of Music, Tokyo University of the Arts
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Summary

In order to practice a way of evaluation which is “for you”, 
which “energises you”, rather than a one-way type based 
on the indicators imposed by your funder, it is essential to 
be able to express your project’s goals in your own words. 
This is no easy task, but by putting what you have learned 
through practice into words via opportunities for the diverse 
types of dialogue which we have seen in this chapter, you 
can gather a wide range of data. 

Becoming able to express the project’s goals and signifi-
cance in your own words will lead people from a variety of 
backgrounds to grasp the project’s vision and get involved. 
In addition, while each person plays their role in their particu-
lar situation, they will build relationships with each other, 
creating the foundations for the project to progress in the 
direction envisaged.

When we asked the trailblazers in the evaluation of cultural 
projects about the effects of their evaluations, they replied: 

“Our relationships with everyone involved have changed, 
making communication easier.” Evaluation also functions as 
a hub for the promotion of mutual communication between 
the various people in different positions who are involved 
with a project. The spaces for dialogue created with those 
involved during the evaluation process also serve as places 
to build relationships with colleagues who will improve and 
develop the project together, taking it forward into the future.

The first step on the evaluation journey
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Mia Nakamura
Lead Researcher, the Agency for Cultural Affairs of Japan & Kyushu University Joint Research Team

Associate Professor, Faculty of Design at Kyushu University

Evaluation is something done not for others, but for oneself.

This is something which has been brought home to me throughout the creation of this 
handbook. When we talk about evaluation, we tend to emphasise the part in which 
“the teacher checks your work afterwards”, like marking a test, but the important part 
is “making use of the results of this check to improve your way of studying”.

When we researched what was actually happening, we found that where evaluation 
and the projects themselves are carried out in an integrated way, both evaluation and 
the projects go well. However, where the two are detached from one another, neither 
goes well. If you can carry out evaluation for your own sake, the project contents will 
get better and, as a result, society will also come to value it more highly. It seems 
obvious when we think about it, but somehow, this point tends to be forgotten. 

There are two reasons for this. One is the existence of preconceptions about evalua-
tion. We have looked at these in detail in this handbook. The other reason, which was 
not dealt with much in this handbook, is that there are problems with project design 
on the part of government and other funders.

The project design of grants, financial support, and outsourcing, too, needs to be 
planned with attention to detail, based on a deep understanding of the evaluation of 
cultural projects and of the potential of socially inclusive arts activities, as well as a 
consideration of the actual needs and circumstances. In addition, evaluation needs to 
be put to use to improve project design. However, in many cases, both design 
and evaluation flounder because of the issues we have highlighted here. This is 
a challenge for the future.

This publication brings the “Social Inclusion through the Arts and Culture” handbook 
series to a close. We received extensive support and collaboration from many people 
throughout the process, and I would like to express my deep gratitude to all of them.
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