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ABSTRACT

The High Impact Anti-Crime Program announced by former Attorney

General of the United States, John N, Mitchell, on January 13, 1972,
provides for a major funding effort in certain target cities for the
purpose of realizing the swift reduction in stranger-to-stranger
crimes and burglary. :

The Law Enforcement Assistance Administration has been designated
as the responsible agency for the High Impact Anti-Crime Program.
Crime Analysis Teams, responsible for program planning, management,
and evaluation, have been established for each Impact city.

To aid the Impact cities in the planning and implemgntation of
the city level evaluation, the National Institute/MITRE have prepared

three documents as follows:

(1) Manager's Evaluation Guide - provides guidelines to the

persons involved in the Impact brogram management (e.g., Crime Analysis
Team director and program managers as well as city level administrators
and other public officials involved with the Impact program).

(2) Evaluator's Manual - provides to all those involved in the

evaluation of the individual projects and programs, a reference manual
for use in evaluation planning, monitoring and analysis. This docu-
ment is intended to be of direct assistance to those responsible for
the preparation of the Evaluation Component of the Grant Application.

(3) Example Evaluation Components - provides examples for persons

involved in the preparation of the Evaluation Components for the Grant

iii



Applications. These examples contain a brief description of the spe-
cific project or program aﬁd amplify the ideas presented in the
Evaluator's Manual.

Froﬁ the evaluator's point of view, both the Evaluator's Manual
and the example evaluation components should be used together as a
single resource in drawing up the evaluation components. As indicated
above, the manual provides the overall guidelines while the example
components detail the particulars of project and program evaluation.

Although these documents are designed for use within the Impact
programs, the ideas presented should be of use in evaluating social

projects and programs of all types, including those under consideration

here in the criminal justice community.
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1.0 INTRODUCTION

The purpose of the Evaluator's Manual is to provide a manual for
use in evaluation planning, mbnitoring, arid analysis and 1in the prep-
aration of the Evaluation Component for project or program1 Grant
Applications. This document is directed towards those membei's of
the Crime Analysis Team and agencies Involved in the performahce of
the evaluation. The document should also be useful to any outside
contractors or consultants hired to perform the evaluation. Some
examples of how the information in this document can be used to assist
the Impact program evaluators are: (1) to plan for the evaluation
of the projects and programs, (2) to monitor on-going projects and
programs, and (3) to determine the degree of success of projects in

meeting their objectives (or for programs, their goals).

The emphasis in this Evaluator's Manual is on the evaluation of
the projects and programs for which the objectives and goals have
been quantified. There will be many cases, however, where quantifi-
catiop is orily partially possible, thus requiring the use of qualita-

tive judgments in assessing project/program success. In either case

1Project and program are used within the context of the Impact program.

Project is the lowest level of activity which can be evaluated rela-
tive to its objectives as a single entity. A program is a group of
projects that will be evaluated together because of their common pur-
pose or goal. For example, several anti-burglary projects, including
street lighting, property identification, and special foot patrol
teams may be evaluated together in their achievement of the program
goal of reducing the burglary rate 247 within a particular district.
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the need for rigorous,,tightly structured evaluation analyses is
paramount and to this end the Evaluator's Manual should be of direct
assistance.

LEAA has requested that each Grant Application be accompanied
by a detailed description of the proposed project or program evalu-
ation (the Evaluation Component). Therefore, the material in this
document is presented within the context of the Evaluation Component
of a Grant Applications. Within each section of this document, the
requirements for the Evaluation Component will be given. Methods
that will be helpful in the development of thaaa requirements will
also be presented.

Figure 1 presents an overview of the evaluation in the context
of the Evaluation Component. The evaluation has been divided into
three phases: evaluation planning, evaluation monitoring and evalu-
ation analysis. The evaluation steps have been allocated to these
three phases in a manner in which it is convenient to present them
within the Evaluation Component. It is recognized, however, that
there is overlap among the phases. For instance, planning invclves
both monitoring and analysis.

The succeeding sections of this document will describe the in-
gredients of program and project evaluation planning (Section 2.2
through 2.5), identifying the factors which should be considered
in implementing the evaluation plan (Section 3.0), and discuss the

uses of evaluation analysis (Section 4.0).

»E

PHASE

EVALUATION PLANNING

EVALUATION MONITORING

EVALUATION COMPONENT

STEPS

EVALUATOR'S MANUAL

QUANTIFY GOALS
AND OBJECTIVES

ESTABLISH GOAL/

OBJECTIVE RELATIONSHI

IDENTIFY EVALUATION

MEASURES

DETERMINE DATA
NEEDS

DETERMINE METHODS
OF ANALYSIS

EVALUATION ANALYSIS

MONITOR EVALUATION

AND PROJECT OR FRCGRAM

PERFCRM

ANALYSIS

FIGURE 1

(Section 2.1)

-

(Section 2.2)

(Section 2.3)

(Section 2.4)

(Section 2.5)

(Section 3.0)

(Section 4.0)



2.0 EVALUATION PLANNING

The first phase, evaluation planning, is to determine the success
of projects and programs. The following five steps are included in
this section:

(1) quantify goals and objectives,

(2) establish goal/objective relationship,

(3) develop evaluation measures,

(4) determine data needs, and

(5) determine methods of analysis,

As a matter of convenience, evaluation.planning is presented
as a set of sequential steps. Evaluation is in actuality a process.
The steps are developed both simult;neously and iteratively. For
example, if adequate evaluation measures cannot be developed, the
evaluator may consider modifying the project objectives or program
goals. Also, many of the steps refer to crime specific planning.

It is assumed that the crime specific planning and the analysis of
alternatives have preceded the evaluation planning.

2.1 Goals and Objectives

The first section of the Evaluaiion Component is the list of
objectives or goals. These goals or objectives should be stated as
levels of achievement and quantified wherever possible. The time
period during which they will be achieved should also be specified.

To quantify an objective or goal is to state it as a number, a

percentage or an index., Suppose one of the objectives of a methadone

maintenance project is to divert offenders that are drug addicts from
juvenile court. To quantify this objective it is necessary to specify
a number or percentage of these offenders that the project will attempt
to enroll. This number or percentage is the level of achievement that
is expected for the project. In order to arrive at this figure, the
evaluator must analyze the target population, the environment, and the
resources available to the project. He should vefer to the LEAA‘ques*'~
tionnaire and any other statistics and reports available. He must
take into consideration the scope of the project or program, including
the personnel and funding.

An example of the quantification of the goal of one program area

and the objectives of one of the pProjects within the area is as follows:

Program Area: Narcotic Addiction Treatment Program

Program Goal: Reduce the number of drug addicts
committing crimes that are a target of the Impact
program.

Quantification: Reduce the number of drug addicts
arrested foE burglary and/or stranger-to-stranger
crime by 50% during the two years implementation
period.

Project 1: Methadone Maintenance Project

Project Objectives:

(1) Enroll persons arrested in above categories
in the project.

(2) Reduce the re-arrest rate for persons enrolled.

Quantification:

(1) Acquire and treat, on an on-going basis during
the next two years, an average of 200 heroin addicts




that have been arrested for burglary
and/or stranger-to-stranger crime.

(2) Reduce their re-arrest rate to 10%.
fhe Evaluation Component should contain the quantified objectives
or goals as well as the analysis that resulted in their choice, in-
cluding the crime specific data on which the objectives or goals were
based and the constraints of the particular project or program area.

2.1.1 Establishment of Baseline Data Values

Values must be developed for the data elements defined that are
required for a reference or starting point for the evaluation. For
example, if one objective of a methadone maintenance project is to
enroll 407% of the addicts that are arrested and charged with crimes
that are a target of the Impact program, thefi the number of addicts
currently arrested for stranger-to-stranger crime and burglary is
necessary for a reference point.

The evaluator must determine which data values are required and
what the time frame should be. For example, if.the other objective
in the previous example is to decrease the rate of recidivism2 for
addicts enrolled in the project, the evaluator wi;l need to know what
the present rate of recidivism is. If this has not already been de-
termined, he may decide to use as a baseline value the data from
the year prior to project implementation (e.g., the rate of recidivism

was 607 for addicts arrested and charged with Impact crimes during

2Recidivism would need to be defined as part of the evaluation com-
ponent.

the previous year). If these data are not available, he may decide
to use control grouping to indicate project success. He will select
a portion of the addicts that are not participating in the project,
and track their history (re-arrest, employment, etc.) as well as
track the addicts that are participating in the project. :

“

) Most of these data values will be available from the LEAA ques~-
tionnaire or from local sources such as the police department, courts,
etc. In fact, many of these data values should be included in the
grant applications as part of the project justification. If the data
are not already available aund are required for the evalgation, their
collection can be part of the project or program implementation. For
example, if the delays between various court appearances are not
currently recorded, the first three months of a court delay program
could involve the recording and tabulating of these delays to establish
a reference péint for reducing court delay. If the"baseline does not
already exist, the evaluation component should contain an outline of

the method to be used to collect it.

2.2 Goal/Objective Relationship

The purpose of establishing goal/objective relationships is to
demonstrate that individual projects will contribute to the achieve-
ment of the Impact goals of reducing stranger-to-stranger crime and
burglary. In some cases, this relationship can be shown directly.

In other cases the project/program structure can be used to show the
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relationship. In still other cases, commonly held assumptions will

need to be employed. The following three examples illustrate these

situations:

(1) Direct Relationship: The objective of a Special Crime Attack

Team (SCAT) is to reduce burglary by a certain percentage in several

precincts. This objective can be directly related to the reduction

of burglary city-wide.
The SCAT project may be evaluated as part of an anti~burglary

program; however, the benefit of this project to the overall Impact

program can be established independently of its incorporation into a

program for the convenience of evaluation.
(2) Relationship through Project/Program Structure: The goal

of a Youth Services Program (YSP) is to reduce the number of Impact

crime offenses committed by persons under 25 (this goal would need to

be quantified depending on the present arrest rates within the city).

The objective of the "Neighborhood Team Program," one of the projectsA

.

within the YSP, i1s to enroll students into the other projects that are

a part of the YSP. Although this objective cannot be directly related

to the Impact goals, its relationship can be established through the

program goal of reducing Impact crime offenses for youth.
If analysis of the crime picture in the city has revealed that

a large percentage of burglaries are committed by school age youth
during school hours, and that there is a high percentage of non-

attendance at the schools, a program planner could assume that truancy

8

is contributing to the youth crime problem in the city. He would,
therefore, want to include projects dealing with truants as part of
the Impact program. As part of the "Youth Services Program," there-
fore, a special effort should be made to identify and enroll truants
from the area schools. The "Neighborhood Teams Program' could o%fer~
presentations and workshops to inform the students of the services
avallable -- work-study, counseling, remedial education, and skill
training projects. Although an objective of "enrolling 500 truants
within the two year implementation period in one or more of the pro-
jects of the YSP" does not directly relate to the reduction of crime,
the achievement of the objective will contribute to a program goal

of "reducing the number of Impact crime offenses committed by youth
(8-25) in Precincts 2 and 3 by 35% during the two year implementation
period." | ‘

(3) Commonly Held Assumptions: The objective of an automated
court calendaring system is to reduce court delays. It is a commonly
held assumption within the criminal justice community that a reduc-
tion in court delays will cause a decrease in crime. This assumption
can simply be cited within the Evaluation Component. The measures for
the project should document this decrease as far as it is possible.
The deterrent effect of court delays obviously cannot be measured;
however, the number of offenses committed by persons on release and

the conviction rate can be used as surrogate measures.
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2.2.1 Measuring Contribution of Projects to Program Goals

For projects that are being evaluated together as parts of a
program, the evaluation should attempt tO determine the relative

contributions of the various projects. This determination will differ

depending on the type of program. The following discussion is patterned

after the LEAA Guidelines for the Impact program which discuss projects
and programs in the following four main areas:

(1) Prevention and Post-Adjudication,

(2) Deterrence, Detection, and Apprehension - Community

Action,

(3) Deterrence, Detection, and Apprehension - Police Action,

and

(4) Adjudication Process.

The second and third areas will be combined.

(1) Prevention and Post-Adjudication Programs: For programs
within the area of "Prevention and Post-Adjudication," the goals will
be related to target groups of offenders or potential offenders for
the purpose of decreasing the number of crimes that they commit or of
preventing them from committing crimes. The best way to determine
how much each of the projects contribute to the program goals 1is to
separate the influences of the various projects, i.e., aim each pro-
ject at a different part of the target population. For example, in
a Correctional Service Program, a part of the inmate-population at an

institution could be enrolled in a skills training project, another

10
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part in a job placement project (upon release), and another part could
receive speclal counseling. Another example would be a Narcotic
Addiction Treatment Program in which one project would involve court
diversion, another would assist 'walk-in'" patients (on an '"out-patient'
basis), and a third would be a therapeutic community.

For some programs, this approach may be politically infeasible )
or even undesirable from the point of view of results. For example,

a "Truant and School Drop-Outs'" program may offer a variety of services
through several projects. TFor the purposes of reducing crime, it may
be undesirable to restrict persons to participation in one project only.
In this case, the detailed gvaluation of the results on the target
population, supplemented by attitudinal indicators, may help determine
the relative contribution of each project.

When it is péssible to separate the target populations of the
projects, a common measure of the rate of recidivism (which of course
would need to be defined) or the rate of first offenses (arrests) can
be used to indicate the contributions of the projects to program suc-
cess,

(2) Deterrence, Detection and Apprehension Programs: For programs
within the area of '"Deterrence, Detection, and Apprehension," goal
achievement will be related to the numbers of crimes committed in tar-
get areas, i.e., geographic areas such as precincts and districts.
Therefore, the best way to measure the effect of various projects is

to implement them in different geographic areas. For example, in an
’

11



anti-burglary program, Imbroved Street Lighting could be used in one
precinct, hardening of potential targets in another, and Project Ident
in still another. This, of course, may be politically impossible as

well as undesirable from the point of view of crime reduction. In the

highest crime areas, several projects may be necessary to have a sub-

stantial impact on the crime rate. Wherever possible, however, projects

should be implemented in different areas so the common measure of crime
rate can be used to determine their relative contribution to program

success. If this is not possible, an analysis. of the efficiency of

the various projects should aid in the determination of how much each

of them contributed to program success.
(3) Adjudication Prccess: For programs within the area of
"Adjudication Process,'" the greatest concern will probably be to esti-

mate the expected contributions of various projects to the reduction

of court delay time. Whether this is possible or not will depend on

the nature of the projects and the data available to describe the
baseline condition of court procesising, i.e., what are the average
delay time (both mean and median could be used) between the various
steps of court processing and what is the size of.the caseload at
each step. If these data are not available, the program planner
should include its collection in one of the projects. The data will

then be available to modify the projects selected if they are not

solving the most pressing problems of the court system.

If
the data are available on the delays at the various steps of

rojects. j
projects. Projects such as additional judges (and related court

personnel) and court dive
rsion
projects will "take over" an estimated

with ti
me guidelines for Processing steps will reduce the delay ti
me
between s
Pecific steps of Processing, The following example 1llust
ustrates

this situation,

currentl
y elght months. The goal of the "Court Delay Program" is to

» therefore, will be the use of censolidated motions

=Lays by 127 (one month ig 127 of eight months)

a 5 t
r

towards th
e Court Delay Program. Similarly, analysis could establish

the contribution of the other Projects

13
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2.3 Evaluation Measureé

valuation Component

The third step in the preparation of the E

o identify the evaluation measures for the project or program

r more evaluation measures will be used

under consideration. One O

evel of achievement for each objective.

to determine the 1

ably be quantitative (can

Most of the measures chosen will prob

be stated as numbers, percentages, O indices). However, some will be

qualitative, in which judgment oY expertise is used to "measure' the

1evel of success of certain aspects of a project or program.

The evaluation measures should be divided into three types:

(1) Effectiveness Measures - Effectiveness measures are used

to indicate the degree of success of a project or program in dealing

These measures are "and" oriented.

with the target problems.
(2) Efficiency Measures - Efficiency measures are used to indi-

cate how well the project or program has been implemented (according

to its plan). These measures are ‘means” oriented.
s - Attitudinal measures may be helpful

(3) Attitudinal measure

in interpreting the degree of project success.

The Evaluation Component should contain a list of these measures.

res are given below. The measures

Examples of evaluation measu

are for a community-based rehabilitation project that assists in the

rehabilitation of offenders in jail by providing them with community

volunteers on a one~to-one basis.
rs whatever assistance possible to hi

the offender and rende

14

The volunteer acts as a friend to

m and his

family. Th '
y e objectives of the project are also given to show how
the mea
sures relate to project objectives. The example follows:
P : |
roject: Community~-Based Rehabilitation Project

Objectives:

(1) Enroll 50% of the offenders that are in the

jail for at least a month and who have been
convicted of crimes that are a target of the
Impact program,
2
‘ ) Reduce the rate of re-arrest for the offenders
enrolled in the project to 10%.

Effectiveness Evaluation Measure:

1 .
(1) The number of re-arrests among the offenders
that are released and enrolled in the project

Efficiency Evaluation Measures:

(1) The number of offenders in the jail enrolled
in the project.

(2) The number of volunteers enrolled in the project

(3) The number of offenders that continue their
education after release.

(4) The number of offenders that become employed
after release.

Attitudinal Measures:

(1) The attitude of the volunteers.

(2) The attitude of the offenders.

15




B PN i brsptemiwreoreamrepmse ooy T L S N,

A list of factors outside of the project or program scope that
may affect success should also be included in the evaluation measures
section. Those factors may be critical in the determination of the
reasons for the achievement of project objectives or program goals.
Examples of factors that could influence the achievement of the pro-
ject objective; in the previﬁus example are:

(1) A substantial increase in the number of persons entering
the jail system that have been convicted of Impact crimes.

(2) The attitude of the correctional officers towards the
project.
2.4 Data Needs

The fourth step in the preparation of the Evaluation Component is
to develop the data needed to perform an evaluation. This data col-
lection process will require extensive planning, therefore, it has been
divided into several steps under Project/Program Ddta (Section 2.4.1).

Data that are necessary for an evaluation of the outside influences
on project success are equally important but the planning for their col-
lection is less structured. This is briefly discussed under Data Exterm
to Project/Program (Section 2.4.2).

In many cases, the data required for evaluation will be the same
as the data required for adequate Program Management. The data should
also meet the needs of the National Level Evaluation of the Impact

program to be performed by the National Institute/MITRE.

16
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2.4.1 Project/Program Data

The steps involved in the planning for and development of project/
program data for evaluation and program management are:

(1) define the data requirements,

(2) determine the data constraints, '

(3) develop a data collection system,

(4) determine the data management requirements, and

(5) establish a process for data validation.

Each step that must be developed for the Evaluation Component will

be discussed as g séction.

2.4.1.1 Data Requirements. The first step in the development

of the project/program data is to identify the data that will be

required to perform the evaluation. Key data terms should be defined

The data elements should also be rated according to their fmportance

to the project or program evaluation.

Thus, the steps involved in defining the data requirements are:

(1) List the data elements required.

(2) Define key terms. (Note: Refer to LEAA Planning Guidelines

and Programs to Reduce Crime and contact the Nationél Institute/MITRE

with any questions.)

(3) Give the data elements a priority rating. The following

rating may be useful:

(a) Primary (f) ~ necessary to measure effectiveness.

17




(b) Secondar& (S) - necessary to measure efficiency.

(¢) Tertiary (T) - would be helpful for complete evaluation

of project or program.

2.4.1.2 Data Constraints. The second step in the development

aints for obtain-

of project/program data is to determine the constr

“

i four
ing the {dentified data elements. Such constraints fall into

categories:
e the existence of the data,

e the availability of the data to the evaluator,

e the reliability of the data, and

e the cost of collecting the data.

Each category will be discussed separately; then some considerations

h
that should be taken into account when making the decision of whic

data elements to collect will be given.

(1) The existence of the data. For each data element, deter-

mine the:

(a) source of the data (police, jail, etc.)

(b) form of the data (coded, narrative, etc.)

o
I1f data elements do not currently exist, how important they are t

the evaluation should be considered. If the data are considered

essential, an attempt should be made to collect the data as part of

the normal collection procedures.

(2) The availability of the data to the evaluator. Some data

elements may not be available to the evaluator because of their

18
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sensitivity (e.g., data regarding defendants processed in Juvenile

Court may not be available).

(3) The reliability of the data. The evaluator should attempt

to ascertain how reliable are the reports from which the data elements
will be extracted. If the evaluation is to be based on this data,

the data must be reported consistently and accurately, Some su;~

gested approaches would be to study present reports and to discuss

these reports with the people who receive them. For data to be collected
for the first time, the reporting structure through which it will be

collected should be considered.

(4) Cost of collecting data. If the data exists but are not

in a usable format or if the amount of data that must be collected
1s large, the cost to collect it should be estimated. Thus, the
factors that cause a cost estimate to be necessary are:

(a) the format of the data (e.g., hand-written police
incident reports from which the data elements must be extracted),
and

(b) the amount of data (e.g., there are 3000 incident
reports per month).

The factors that must be considered in estimating the cost in
the above example are:
K (c) The length of time required to extract the data
(e.g., decode reports). This would involve personnel costs.
(d) The number of reports that should be incli.ded

(e.g., statistical sample).
19
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Other factors that may enter into a cost estimation would be the cost (1) Who will collect the data? The agency(s) as well as th
a e

of designing and printing new forms. particular persons or section of the agency that will collect the
After the existence, availability, reliability and cost of col- data should be identified. For a project, the person(s) who will

lecting the data are determined, the evaluator must decide which of forward the data to the CAT should be identified.

the data elements will be collected for the evaluation. The main If the data collection involves several agencies and/or people

censideration will probably be, which data are essential to determine or sections, a flowchart depicting the information flow would be

{f the praject objectives or program goals have been met. Thus, in helpful. Figure 2 gives an example of such a flowchart for a Truants

making the decision of which data elements to collect, the evaluator and School Dropouts Program.

(2) How often will the data be collected? The frequency with

should consgider:

e Has the data been established as necessary to measure the which the data is to be collected will be determined by: (1) the

success in achieving the project objectives or program goals? requirements of the agency(s) as to when the data are needed for pro-
. 1c the data relisble? ject or program implementation, and (2) the requirements of the agency(s)
e 1Is the cost justified? (The answer will be a subjective or CAT for evaluation (i.e., when the evaluations occur).

determination of the evaluator and will depend on the total funds The frequency of data collection should be noted on an Information

F1
available and the other costs that will be involved in the evaluation.) ow diagram as illustrated in Figure 2.

9.4.1.3 Data Collection System. The third step in the develop- (3) In what format will the data be collected? All forms or
ment of project/program data is to establish the reporting system reports that will be used for data collection should be identified
through which the data is collected. The questions that must be in the Evaluation Component and an example of each should be included
answered in the development of the data collectioﬁ system are: Whenever possible, standardized, simplified forms should be
e Who will collect the data? designed. The forms and/or reports that will be used should also be

i .
e How often will the data be collected? ncluded in the Information Flow diagram (Figure 2).

L

2.4.1.4 Data Management.

Bl

e In what format will the data be collected? The fourth step in the development of

r
A discussion of the considerations involved in answering each of project/program data for evaluation is to determine how the data will

be stored and what the processing requirements will be

these questions follows: In addition,

20
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the management and evaluation reports that will be used to show the

project or program results must be designed.
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(1) Data storage. The decisions that must be made regarding

data storage are:

INFORMATION FLOW

FOR TRUANTS AND SCHOOL DROP-OUT PROGRAM

(a) Should the data be aggregated for storage?
(N E% (b) Should the data be computerized? -
— o
- Y
3 g The evaluator must consider the amount of data involved and how the
g &
% = data will be used.
[ =
=l é ga - - For a non-automated data system for a program area, it may be
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&8 é =g = & & =& volved, however, the evaluator may decide to computerize the data,
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F so that the data aggregation can be part of the computer processing.
The plan for how the data will be stored should include a filing
system, For example, in a community-based rehabilitation project,
— 1 reports may be filed for offenders, by offender ID, and for volunteers,
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the data storage procedure. Data fyom various sources may be com-
bined into summary reports. Statistics may be calculated.

The processing of data will partially depend on the reports
required that are outlined in the next section. Both the processing
requirements and the means to perform the processing (e.g., computer
program or hand calculation) should be included.

(3) How will the data be reported? The management and evalu-

ation reports that will be generated as part of the evaluation should
be listed and described in the Evaluation Component. The frequency
and purpose of each should be included. Other person(s), in addition
to the evaluator, that will receive such reports should be identified.
It would also be helpful to include the layout or format of eaéh
report in an appendix to the Evaluation Component.

5.4.1.5 Data Validation. The last step in the planning for

project/program data is to develop a means of checking the accuracy
and the validity of the data. The purpose 1s to ensure that the
evaluation is based on a firm and valid foundation. Many of the pro-
jects and programs will involve the reporting of large amounts of
data. A means for checking that the data are being reported in the
prescribed format and that the data are being reported accurately
should be developed. TFor example, if police incident reports include

a new geographic locator such as block face, the evaluator may wish

w8

A

to check both that the block face is being used and that it is being

used accurately.

24

The questions that need to be answered to determine which data

needs to be checked are:

e Which data will affect project or program results the most

if it is in error?

@ Which data reports are most likely to contain errors?
@ Which of the above reports are feasible to check?

The evaluator should consider primarily data that are used to

A

measure objectives or goals. If this data is an integral part of an

on-going system and critical to the project or program itself, it
will be more likely to be reported accurately than if it is new and/

or reqpired for the evaluation only. The evaluator must also deter-

mine if it is possible to check the data. For example, a jail may

not allow project personnel to check the accuracy of their recoxds,

After determining which data should be checked, the evaluator
must develop the procedure to do so. The following questions need
to be addressed:

(1) How frequently should the data be checked?

(2) How much of the data should be checked?

(3) Who is responsible?
(4) How should the results be reported?

If there is a large amount of data to be checked, sampling techniques

may be used.

In developing sampling techniques, the evaluator must consider

sample size and sample selection criteria. He must designate a person

responsible and outline a method for reporting the results to him.

For example, the assistant director of a youth project may randomly

25

EASEETA L A S S U




participating in the project each month

pull five repoxts on pérsons

and check their accuracy by contacting the persons themselves as well

as checking with project personnel that work with them and the police

ether the reports adequately reflect

department. He should consider wh

the "real-world" situation. For instance, he may wish to include part-

He may also check

time employment in measuring employment success.

the summary report every three months by comparing the totals given

to the records on file. It may be sufficient to have the assistant

-written report, 1isting the reports

director give the evaluator a hand

any errors he has found.

jon Component should contain a description of the

|
j that he has checked and
The Evaluat

data that will be validated and the procedure that will be used.

2.4.,2 Data External to Project/?rogram

he data needs for project or program evaluation,

In planning t
e of the project OT program, but

data that are outside of the scop

must be considered. A description of

which may influence results,

the types of information that should be collected and a means of

collecting this {nfoxmation should be established. A chronological

log with the date and a description of the event may suffice. One

person should be designated to maintain this log.

The types of information that might be included are:

(1) changes in policy (e.8.» police department, metropolitan,

regional);

(2) changes in administration (e.g poiice chief, mayor,

project director);

royEes

3 h i
) changes in economic conditions (e.g., unemployment
. rate
new industries in area); ’
(4) dev
elopments in other urban programs (e.g., model cities)
By es) ;
(5) urba sve |
n developments (e.g., urban renewal projects);
(6) ch . , . ’
changes in criminal justice system or law (e.g court
L] . b ]

L3

i tj t:i” 1 t 'l "

of heroin).

2.5 Selection of Methods of Analysis

The fifth step in the preparation of the Evaluation Component
is to designate the analysis methods and procedures that will be
used. Selection of analysis methods for the evaluation will depend
upon the analysis use (as described in Section 4.3), project or pro
gram design, type of evaluation measures (i.e., quantitative, quali
tative), and the expected reliability, accuracy, and completeness of
the evaluation measure data. The effect of analysis use on the method
chosen can be illustrated by a court delay project in which 'the ob~
jective is to reduce the court delay by 10%." The success level
determination could be accomplished in a strictly quantitative way by
calculating the average days delay/case for all cases during the eval-
uation period and the average days delay/case for a similar period
before the evaluation period, forming a percentage change in the
average days delay/case and comparing this percentage to the project

objective of a 10% decrease.
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However, a diagnostic analysis of the same project would require

an investigation of other factors (e.g., police project to increase

the interception and arrest of burglaries, change in court management,

change in criminal status or procedures) which appear to have an affect

on the percentage delay change. This analysis would involve the inte-

gration of quantitative and qualitative results.

Project and program design can affect the methods of analysis

through contiol grouping. For example, & rehabilitation‘project for

incarcerated juveniles could be set up such that a portion of the

target Broup uses one rehabilitative technique, while a second group

uses another, and a third group follows the present procedures. In

this case, statistical experimental design techniques might be applied.

1f control grouping is not built into the design of the project or

program, then it is highly unlikely that such statistical techniques

could be used in a rigorous manner.

Standard basic statistical methods, such as mean, mode, median,

and variance, can he used when evaluation measures are quantitative.

Comparison of quantitative measures is also a useful analysis tech-

nique. Qualitative measures, on the cther hand, are not as easily

compared. Expert judgment is'an often-applied analysis method for

qualitative measures. This judgment can be used directly or indirectly,

as in quaatifying qualitative data, €.8+5 establishing the relative

weights for a crime serious index.

28
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re

for the peri
period would be insufficient analysis without considering s
onie

3

estimate of the accuracy.

»

Questions that should be addressed when selecting analysis
methods and procedures are:

(1) How will each of the evalugtion measures be calculated
(including what information the measures will be gased on)?

(2) How will the measures ?e combined (if they are) for project
or program evaluation?

In answering question (1), the first step would be to list how
each of the evaluation measures will be calculated, i.e., from what
data and using which method. TFor example, in a Vocational Rehabili-
tation Project, the drop-out rate will be determined as the ratio of
persons that have left the project after two weeks to the number of
persons that have stayed in the project at least two weels, since
project inception.

In most cases, the statement of how the measure will be calcu:
lated is very straightforward. This is an essential step, however,

to ensure
that the measures are accurately defined and that the

required data are being collected.
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For qualitative measures, the factors that will be included
should be listed as well as how these factors will be combined. For
example, in many projects the attitude of the participants will be a
key ingredient of success. The evaluator must decide how to measure
this attitude. A questionnaire could be designed for this purpose.
Judgments of the project director and other key people may also be
included in the evaluation analysis. The evaluator, as well as the
project director, needs to thoroughly analyze how qualitative factors
influence project or program results and to establish the relative
influence of each factor. The qualitative measures of project or
program results will often be critical in determining why certain
levels of success were achieved and should be an integral part of

the evaluation.
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3.0 EVALUATION MONITORING

The second phase of evaluation is evaluation monitoring. Evalu-
ation monitoring involves both the monitoring of the project or pro-
gram au' the monitoring of the implementation of the evaluation plan.
A process should be established to ensure that the project or p;ogram
is being implemented as it has been described in the grant application
and that the evaluation plan is being carried out as it has been spec-
ified within the Evaluation Component. ‘In addition, the“séope of the
project or program and of the evaluation plan should be re-evaluated.
A procedure should also be specified for deciding if any corrective
action needs to be taken as a result of the monitcring. For example,
the project director(s), evaiuator(s), and other key persomnel may
need to meet to decide what action to take.

The questions that need to be addressed in evaluation monitoring
should include:

. Has the project or program, including the evaluation

component, been implemented, as described?

° Are the objectives or goals being met?

. Should the project/program, or evaluation plan, be modified?
. Should the success levels be changed?

' Have any unexpected problems arisen?-

The evaluation component should include an outline of the pro-
cedure that will be followed to answer these questions during project

or program implementation. The procedure should include:
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(1) Who will perform the monitor function?

(2) How frequently will specific checks involved in monitoring

be made?

(3) How will the information be obtained?
In addition, it would be helpful to include a description of the
aspects of the project or program that will be monitored. For the
purposes of clarity, the monitoring function will be described under
the following sections within this document :

(1) Project or program imp}ementation,

(2) Evaluation component implementation,

(3) Project or program scope, and

(4) Evaluation component scope.

3.1 Project or Program Implementation

The main consideration for project or program implementation
monitoring is to ensure that the project or program is being carried
out as planned. The types of questions that should be considered
here are:

(1) Are the specified resources being used?

(2) Are the specified operating techniques being applied?

(3) Have the personnel (staff) requirements been met?

(4) Are the project objectives or program goals being met?

(5) Have any problems arisen?

The project or program description within the Grant Application should

be adequate for this purpose. Any changes during implementation should

be documented. 32

For a project, the evaluator will need to observe the project's
operations and talk to the people involved. For example, to check
the implementation of a Halfway House, the evaluator may visit the

house and talk with both the staff, including the director, and the

t

residents. He may also wish to talk to community members as well as
to the administrator at the Welfare Department that is responsible
for the Halfway House. The evaluator should estsplish a schedule for
conducting these interviews and list the types of questions that he

needs to ask.

For a program, the evaluator should develop a procedure to moni-
tor each of the projects within the program. It may be sufficient
to check with each of the evaluators and/cr project directors om a
periodic basis. If this is not sufficient, the evaluator may either
request written reports or visit the projects himself. The frequency
of these activities should be determined. An example follows:

For a Multi-Modal Drug Program, the evaluator may
request that the director of the methadone treatment
center, the detoxification center, the diagnostic/treat-
ment center, and the Halfway House send him a narrative
report every three months on what has occurred during
that particular time period. These reports would be in
addition to the regular management and evaluation reports
received. Since the reports are narrative, a description
of variations to the original implementation plans would
be included. The evaluator may wish to specify some of
the types of information that should be included in this
report. The evaluator may require a fairly complete
description of the entire project implementation in the
first report and thereafter only require a brief discus-
sion of the project development, with a description of
any changes.
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For examble, for the vreport fixom the diagnostic/
troatment center, the First report should contain a
complete description of the operatilon, including th? ;
staff and facilities and the tests and treatments used.
Succeeding reports would contain descriptions of addi-
tional staff and facilitles, new tests and_treatments,
and any changes in approach ox operation of present
treatment factlities.

Project ox program monitoring will be an extensive process and
entail a detailed veview of the entire project or program implemen—
pation. For the purposes of the Fvaluation Component, however, the
evaluator need ouly outline the procedure (the who, when, and how
listed in Section 3.0 EVALUATTON MONTTORING) that will be used for
monitoring, the procedure that will be used to determine if corrective
action needs to be taken, and perhaps indicate some of the aspects of
the project or program that will be included.

3.2 EBvaluation Component Implementation

The purpose of monitoring of the implementation of the Evaluation
Component is to ensure that the plans for evaluation are being carried
oput as they have baen specified. The questions to consider in this
arga are!

(1) Are the evaluation data being collected according to the

prescribed format and time schedule?

(2) Are accurate record#'being kept for evaluation?

(3) Is the analysis being performed in the manner outlined?
{4) Are the specified management and evaluation reports being

generated?

The evaluator should establish a procedure to monitor the imple-
mentation of the evaluation plan on a regular basis. The steps in-
volved would be the same as those required for monitoring a project
or program. The procedure should include the identification of who.
will check the evalpation implementation, how frequently the checking
will be done (there may be both announced and unannounced visita),k
and how the information will be obtained. The aspects that will be
checked should also be specified.

For the Halfway House discussed in the previous section, the
evaluator may choose to visit the Halfway House eﬁery month until
the project gets underway and less frequently thereafter to review
the data collected and records maintained. He may also decide to
review the management and statistical reports sent to the Welfare
Department, checking them against the specifications in the Evaluation
Component. The evaluator should be receiving the management reports
as part of the evaluation process. He will probably need to visit
the site of the project to check the data collection and records
maintained. TIf there are a large number of projects involved, however,
he may request that the project directors submit several data records
to him periodically. It will expedite the implementation of the

monitoring function to specify the procedure that will be used within

the Evaluation Component.
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3.3 Project or Prdgram Scope

The purpose of monitoring the scope of a project or program is
ﬁo ensure that the implementation and the expected success levels are
reasonable and r..listic in view of the changing environmental con-
ditions. TFor example, if the objective of a Community-Based Rehabili-
tation Project has been established to enroil 50% of the offenders
in the jail, it may not be possible to meet this objective if there
is a substantial increase in the number of offenders that enter the
jail.
visits of volunteers to the jail and a new head correctional officer
imposed the restriction of allowing volunteers to visit the jail only
once every other week for 15 minutes, the project could be changed to
put a greater emphasis on working with offenders after they have been
relea;ed. The project objectives and evaluation measures would also
probably need to be changed to correspond to the change in scope.

In summary, the monitoring of the scope of a project or program
involves the analysis of the project or program implementation in
relationship to its success in meeting the stated goals or objectives
and in relationship to the enviromnment of the project or program.

The questions that need to be addressed within this section are:

(1) 1If the goals or objectives are not being met, what are

the reasons?

(2) 1If the project or program is not being implemented as

planned, how is it different?
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Or, as another example, if the above project relied on extensive

(3) Has the environment of the Project or program changed?

The evaluator obviously cannot foresee problems that will arise
during implementation or what the success of the pProject or program
will be. In the Evaluation Component, therefore, he need only out-
line a procedure for reevaluating the project or program plans. This
reevaluation may be performed by him in conjunction with the project
director(s). The procedure should also specify when the reevaiuation

will occur and should include a thorough analysis of the entire pro-

Ject or program implementation, using the implementation plans as a

guideline.

3.4 Evaluation Plan Scope

The purpose of menitoring the scope of the evéluation plan it-
e .
elf is to ensure that 1t is an effective tool in analyzing the suc-
cess of i

of a project or program. If a project or program is changed

substantially, obviously the evaluation plan will also need to be

the evaluator may determine that either the evaluation procedures
are not feasible or that the evaluation results are not an adequate
indication of Project or program success, The following example
illustrates a procedure that is not feasible,

For a police patrol project, if all incident reports are being
pProcessed, the number may become so great that it is not possible to
ensure that the reports are being decoded and aggregated accurately
The evaluator may decide to sample the reports on some statistical

basis in lieu of processing all of them.
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3.3 Project or Program Scope

The purpose of monitoring the scope of a project or program is

to ensure that the implementation and the expected success levels are

reasonable and realistic in view of the changing environmental con-

e of a Community-Based Rehabili-

ditions. For example; i{f the objectiv

tation Project has been established to enroll 50% of the offenders

t be possible to meet this objective if there

in the jail, it may no

is a substantial increase in the number of offenders that enter the

if the above project relied on extensive

jail. Or, as another example,

visits of volunteers to the jail and a new head correctional officer

imposed the restriction of allowing volunteers to visit the jail only

once every other week for 15 minutes, the project could be changed to

put a greater emphasis on working with offenders after they have been

e

released. ives and evaluation measures would also

The project object

probably need to be changed to correspond to the change in scope.

In summary, the monitoring of the scope of a project or program

involves the analysis of the project or program implementation in

relationship to its success in meeting the stated goals or objectives

and in relationship to the environment of the project or program.

The questions that need to be addressed within this section are:

(1) If the goals or objectives are not being met, what are

the reasons?
(2) 1If the project or program is not being implemented as

planned, how is it different?
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(3) Has the environment of the project or program changed?

The evaluator obviously cannot foresee problems that will arise
during implementation or what the success of the project or program
will be. In the Evaluation Component, therefore, he need only out-
line a procedure for reevaluating the project or program plans This
reevaluation may be performed by him in conjunction with the project
director(s). The procedure should also specify when'the reevaluation

will
occur and should include a thorough analysis of the entire pr
O—

ject or i
program implementation, using the implementation plans as a

guideline.

3.4 Evaluation Plan Scope

s ] I3 . . .

cess of a j
project or program. ILf a project or program is changed

changed. Even if a project or program is implemented as planned,
the evaluator may determine that either the evaluation procedures
are not feasible or that the evaluation results are not an adequate
indication of project or program success. The following example
1llustrates a procedure that is not feasible.

For a police patrol project, if all incident reports are being
processed, the number may become so great that it is not possible to
ensure that the reports are being decoded and aggregated accurately
The evaluator may decide to sample the reports on some statistical

basis in lieu of processing all of them.
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Another example involves a change in the project objectives.

For a Community-Based Rehabilitation Project, the objectives have
been established to enroll a certain percentage of the offenders in
the jail and to reduce recidivism among those offenders., During pro-
ject implementation, however, it may be determined that a more sig-
nificant measure of success would be the number of offenders enrolled
in the project that have either obtained employment or have entered
education programs after their release from jail. Therefore, the
project objectives and the evaluation measures could be changed to
more accurately reflect the success of the project.

Monitoring the implementation of the evaluation plan will involve
.reviewing the evaluation procedures. The determination that the pro-
cedures have been implemented as planned is considered with Section

3.2, Evaluation Component Implementation. Here the question is: Are

they the correct procedures?

Monitoring the implementation of the evaluation plan also involves
reviewing the evaluation measures. The question of whether the goals
or objectives are being met is considered in Section 3.1, Profect or

Program Implementation. The determination of how realistic the goals

or objectives are is considered in Section 3.3, Project or Program

Scope. Here the question is: Do the evaluation measures adequately
reflect project or program success?
In addition, the following quetitions need to be addressed within

this area:
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(1) Should any additional data be collected?
(2)

S
hould the procedures for the collection and pProcessing
of the data be modified?

(3) Should the analysis methods be modified?

(4) Ar
Are the results of the Project or program being interpreted
accurately? l |

B

(5)

S
hould the expected success levels for the project or pPTr
o—

gram be changed?
A
s for the previous areas of monitoring, it ig impossible for

th
e evaluator to foresee all the problems that will arise., In the

responsible should be designated as well as when the analysis will

occur, 1 ] v
ur The analysisg should include the entire e aluation nlan
y p .

39




4.0 EVALUATION ANATIYSIS

The third phase of evaluation is evaluation analysis. The pur-

e degree of success of

pose of evaluation analysis is to ascertain th

ess.
projects and programs and to determine the reasons for this succ

X is
The Evaluation Component ahould contain a description of the analysis,

how the analysis will be implemented, and how the results of the

analysis will be used.

The description of the evaluation analysis procedure involves
answering the following questions:

(1) Who will perform the analysis?

(2) When will the analysis be performed?

(3) How is the analysis to be used?

(4) How will the analysis be performed?

he
The remaining sections of this document are organized to answer t

above questions.

4.1 Responsibilities

The section on responsibilities is primarily a description of

who will perform the analysis. The persons who will perform the

analysis of the projects and programs should be designated as part

of the Evaluation Component.

For a program, the persons that are responsible for forwarding

the analysis reports and/or raw data for each project that is part

of thié program should also be designated.
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4,2 Timing and Extent of Analysis

The analysis will be performed throughout the project or program
evaluation period. How frequently will be determined by management
requirements for monitoring and direction, evaluation needs, and cri-
tical events that may occur during implementation. Thus, evaluat;on
analysis should be implemented: l -

(1) At periodic intervals;

(2) When specific milestones are achieved;

(3) When critical events occur; and

(4) When a project or program is completed.

The determination of a schedule for analysis will depend on the
nature and the phasing of the particular project or program. Since
a project or program 1s not expected to achieve its objectives ox
goals until the end of the implementation period, interim success
levels must be established. These interim success levels must be
stated in terms of the project objectives or program goals (i.e.,
direct evaluation measures). These levels indicate the extent to
which a project is expected to reach its objectives (or for a pro-
gram, its goals) at that particular time. Moreover, for some projects
and programs, there will be a very slow start-up time, therefore a
major evaluation would be of little use for six months or longer.
Some of the evalua*ion measures, however, may be checked earlier.

The following example illustrates both interim success levels

and slow start-up time. A Post-Release Halfway House is being set
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wem

up with the objectives of (1) enrolling 40% of those released from The Evaluati
e Evaluation Component should contain the schedule for project

the prison system and (2) reducing re-crrests among those enrolled or pro i
program evaluations and the degree of success expected at those

to 10%. It will probably be close to a year before both objectives

can be meaningfully used to measure project success. Interim levels .
it is not possible to foresee critical events that may affect imple-

of achievement for the first objective could be established, however, mentation. If these event k :
. ents are known, however, they should b
e included

and used to evaluate project success during the first year. For The extent of the evaluation at the various intervals sh id 1
s shou also be

example, if it will be three months before the Halfway House is fully indicated.

staffed and operable, then interim levels of achievement of enrolling The timing of th 1
e evaluations will, of course, need to meet the

5% at the end of six months and 15% at the end of nine months could needs of
program management and planning. It would not be unreasonab1e>

be established.
to schedule an evaluation three or four months prior to the beginning

An example of the use of a specific milestone for project evalu- of th
the fiscal year for the s
pecific purpose of justify
ying the continu-

ation follows. The success of a Juvenile Recreation Project may par- atio
n of the project with LEAA
or other funding.

tially depend on the number of juveniles participating. An assumption 4.3 Uses of Analysi
. lysis

has been made that a minimal number of participants, which will allow The next
ext step in the preparation of the analysis section of the

a greater variety of activities to be offered, will affect project Evaluatio
n Component 1is to define how
the analysis will be used d
uring

success. Based on this assumption, the first interim evaluation will ro ¢
project or program implementation.

be held one month zfter there are 50 juveniles participating in the Th
e analysis is used for four
purposes:

ecreation project.
. oo (1) Success level determination;

“ritical rents which will require an additiona nterim evalu- ‘ (2) Management needs f
14 eeds for monitoring and direction;
3

the environment in which the project or program is being implemented. and

For example, a Labor Department Project to train and find employment (4)  Diagnostic

for a large number of delinquent youth (that will sponsor projects How the an . K
alysis should be used for ea
1aly ch of these purposes will now

for the school system) may affect a Truant and School Drop-Out Program. be explained
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4.3.1 Success Level Determination

4.3.2 Management Needs for Monitoring and Direction

The use of analysis for success level determination involves The director should look to the evaluator for 1
assistance in

ascertaining the degree of success of a project in achieving its developing plans for monitoring and directing the project
project.

objectives (or for a program, in achieving its goals). This level The questions to ask when determining how the results of th
sults of the

of success 1is indicated by the direct evaluation measures. Since a analysis will be used for management needs for monitori d d
oring and direc-

project or program is not expected to achieve its objectives or goals tion are: .

"

until the end of the implementation period, interim success levels (1) How should problems in implementation be identified and
ed an

must be established (as explained in Section 4.2, Timing and Extent resolved?
of Analysis). These levels will be used during the interim analysis (2) When and how should a project or program be modified or
to determine if the project is meeting its objective (i.e., is the redirected?
project 1ik»1ly to meet its objective by the end of the implementation (3) When should the question of project or program continuation
period). by considered?
Because of project or program "gtart-up" time or the difficulties Considerations that should be included in answering each of the above
that may occur during implementation, the evaluator may wish to use questions are as follows:
interim success levels as guidelines, allowing some leeway in their (1) Implementation Problems. The difficulty of foreseeing

achievement. This flexibility can be obtained by affixing tolerance problems that may occur during implementation does not preclude th
eclude the

1imits to the interim success levels (i.e., to the achievement of the necessity of planning for their resolution. The types of problems
direct evaluation measures). Thus, if the project is within a certain that may occur should be indicated and the possible courses of action
percentage of meeting these levels, it is considered successful. to resolve these problems should be outlined. Attitudes of partici-

The establishment of interim success jevels along with how they pants will often fall into this categorf. An example follows:
will be interpreted is an important part of the evaluation planning. An Automated Court Calendar System may require acceptance of
The established interim success levels, with graphs or other descrip- the individuals involved for success. Plans can be made to measure
tive interpretation, should be {ncluded in the Evaluation Component. this acceptance. If the desired level of &cceptance has not been
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achieved, the implemenéation of the Calendaring System could be post-
poned for a month, while additional efforts are made to "sell' the
system.

The Evaluation Component should ideally contain a 1list of prob-

lems that may develop during implementation and the method that is

planned for their resolutions.

(2) Modification or Redirection. The circumstances under which

a project or program may need to be modified or redirected should be

outlined as part of the Evaluation Component. If the objectives or

goals are not being met (or are not within the specified tolerance

1imits) such action must be considered. There may be other circum-
stances that will indicate a need for modification or redirection.
For instance, even though project objectives are being met, the indi-
rect evaluation measures may show that the project is not as success-
ful as possible. The following example illustrates this situation.
For a Community-Based Rehabilitation Project, the project objec—
tives have been established as (1) enrolling a certain number of
offenders in the jail, and (2) reducing the rate of re-arrest among
the offenders enrolled in the project that have been released. An
interim success level has been established to enroll 50 offenders by
the end of six months. This objective has been reached and there
have been no re-arrests among those offenders in the project that

have been released. Other evaluation measures, however, show that

only nine of the 24 offenders released have become employed or have

46

entered education or training programs. Thus, although the project's

objectives have been met for the six month evaluation, 16 offenders
1
released that are unemployed and not in school is an indication that
th i ‘
ey are likely to eventually be re-arrested. The Project Director

should consider modifying the project to put a greater emphasis on

3

helping the released offenders to find employment or to enroll them

in educational programs.

T . s
he possibility of modifying or redirecting a project or program

may b i
y be essential to its success. It is impossible to foresee all the

i«

circumstances under which this should occur; however, the evaluation
measures can be used as a guideline. A discussion of which evaluation
measures will be used and how the project or program may be changed

h :
should 'be part of the Evaluation Component. A minimal requirement is

to describe the possible courses of action that may be taken if pro-
ject objectives or program goals are not being achieved

(3) Project or Program Continuation. The Evaluation Component

should contain a discussion of how the results of the analysis will
be used to determine project or program continuation. If any of the
following circumstances occur, the question of continuation should
be considered: (1) the success levels achieved in meeting objectives
or goals are not within the specified tolerance limits of the prede-
termined expected levels; (2) the evaluation measures indicate that

th ram wi
e project or program will not achieve its objectives or goals at the

end
of the implementation period; or (3) the subjective evaluation
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of the entire project or progiam {ndicates that the objectives or
goals will not be met and/or that the crimes that are & target of
the Impact program will not be reduced by this project or program.

In the Evaluation Component, these circumstances should be

discussed within the context of the particular project or program.
Tn addition, at what points during implementation the question of

continuation will be considered should be given. For many, the

t be considered for a significant

question of continuation should no

There will be some circumstances

period of time (e.g., for a year) -

two yqars) will be

in which the full implementation period (e.8->

required to be able to thoroughly evaluate success.
All of the zbove considerations are not only essential for ade-

but are also part of the

quate monitoring of the project or program,

total project or program evaluation in determining why particular

success levels were achieved.

tion to the Next Level of Evaluation

4.3.3 Contribu

The third purpose of project oOT program analysis is to determine

the contribution to higher goals. Tor a project, this is the assess—

ment of the contribution of the project towards the achievement of

program goals. For a program, this is the assessment of the contri-
bution of the program towards the achievement of the goals of the

Impact program, i.e., to reduce stranger-to-stranger crime

n five years, within the city.

and burglary 5% in two years and 20% 1
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Goal/Objective Rel
ationship. The
. purpose here is to dete
' rmine what

the actual
contribution has been. For example, for an Anti-B
Program, if a ’ ‘ o
’ Street Lighting Project reduced the rate of burglari
aries

iIl. one diStIiCt by lo/o’ t}le effEct on the City Wide burglar‘y Iate

could easily by calculated,.

qualitative anal .
ysis of the implemen
ementation of the
: the project or program

( ) I .

isr the determination of the contribution of the various projects to
e program success will involve an analysis of the results of each
of the projects within that program. This determination will depend
o? #ow well each of the projects achieved its objectives and the ef
of this achievement on program success. T
The expected contributions of the various project
: s to the program

The analysis
section of the Evaluation Component should contain
comments on t .
he flexibility of these levels of contribution and h
not achievin 3
g, or over-achieving, project objectives will influenc
e

program results.
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Entire Implementation and Outside Factors.

(2) Analysis of

be ana-
The entire implementation as well as the environment must

cess
lyzed to determine the major reasons for the degree of suc

of the projects within a program has achieved

achieved. Although each
hieved. The

its objectives, the program goals may not have been ac

evaluator must be able to determine the reasons for this.

r—
Most of this analysis cannot be planned exactly or the inte

tline
pretation of results projected. It is possible, however, to ou

useful in determining why a

the types of considerations that will be

project or program was successful.

Such a list for a methadone maintenance project could include:
(1) Community acceptance;
(2) Price of heroin;
(3) Quality of medical assistance;
(4) Outside employment opportunities; and
(5) Other assistance efforts in the same area.
ribute

By including a 1ist of factors that are expected to cont

e par-
to project or program success in the Evaluation Component, the p

ticipants should become more sensitive to developments that may

rogram success. !

2L ,/ [c_c_é_}%l__

impinge upon project or p
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