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ABSTRACT

Program evaluation is readily accepted as a part of good
management. But managers have found that good evaluatxon is not
easy to come by. N

Management-Oriented Corrections Eualuation Guidelines is a
“how-to” manual that deals specifically with a management approach
to evaluation. It was written as a reference manual for corrections
administrators and evaluators who participated ina series of two-and-
cne+half day workshops in “M anagemem-Or\ented Corrections Eval-
uation,” :

The success of these workshops and the usefulness of the
guidelines on which they were based has“demonstrated that
evaluation can be an effective instrument for managing and improving
the correctional subsystem of ¢riminal justice.

The guidelines describe a generic evaluation process that can be

easily adapted to a wide variety of corrections programs, They are a
useful resource for corrections administrators and evaluators alike.
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PREFACE

In recent years the pressure for evaluation has increased at all levels
of the corrections field. In response to this pressure, the Law
Enforcement Assistance Administration in 1973 set up an Evaluation
Policy Tesk Force that examined the evaluation questlon and
recommended & program designed to:

‘1) ‘Increase knowledge -about the effectiveness of criminal yustxce
~programs-and practices
2) Build evaluafive information into program management
3) Develop evaluation capability in criminal justice agencxes at the
state, county, and municipal levels,
LEAA accepted the recommendations and estabhshed an evaluation
- program in its National Institute of Law Enforcement and Crimihal
" Justice (NILECJ).
‘Cne of the many projects sponsored by this program was Stuart
~Adaiiis review of the state of the art of evaluation in the corrections
field.* - Adams found that correctional qdmxmsttators often find
- research and evaluation not useful. Some reasons for this are:

o The field of correctional research is relatively undeveloped.
Researchers in the correctional field have yet to design
evaluation methods and systems that are appropriate and
responsive t6 the practical operational questions, information
needs, and - decisionmaking requirements of correctional
administrators.

o There is little systematic communication between correctxonal
administrators, on the one hand, and correctional researchers
and evaluators;.on the other, about the role; function, and ufility
of research and evaluation in the correctional setting.

evaluation or appreciate how it can be and ought to be an integral

part of effective management and decisionmaking., =
. NILECJ decided to do somnething about this problem. In 1975, the
" National Institute aw:xrded a grant to the Center for Human Servxces

‘(CHS) to:
K . *Adams, Stuart, Euqluatide Research in Corrections: A Practical Guide.
: \ ‘Washington, D.C.: U.S: Government Printing Office, 1975,
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o Correctional administrators often do not fully ‘understand .
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® Develop guidelines for correctional administrators and
correctional evaluators on how to make evaluation firmly and
directly responsive to the normal and pressmg needs of the
correctional administrator.

o Bring both correctional administrators ‘and their in- house

" evaluators together in two-and-one-half-day workshops to

present them with these guidelines.

o Follow up the workshops with a limited amount of additional
* " training for administrators and evaluators who decided that the

guidelines would be useful and applicable to their back-home
situations.

The Center for Human Services and its affiliate, University
Research Corporation, have trained hundreds of administrators,
program officers, and ‘evaluators in. how to design and conduct
management-oriented evaluation, principally under contracts to the
U.S. Department of Housing and Urban Development and the U.S:
Department of Health, Education, and Welfare, The evaluation
process has been applied to a variety of fields at local, state, regional,
national, and international levels, NILECJ expected CHS to adapt its
management-oriented evaluation process to the corrections field and
to deliver 10 Regional workshops for up to 500 correctional
administrators ar: in-house evaluators. CHS urdertook the project

ul =3r the direction of Dr. Geoffrey Wood. A panel of correctional
research experts—Stuart Adams, Donald Gottfredson, Paul Kusuda,
Nathan Mandel, Arthur Pearl, and Laurel Rans—was recruited to give
guidance to CHS in its adaptation of the evaluation process and
design of the workshops.

Theauthor was responsible for adapting and writing the evaluation
guidelines. A core training team composed of Dr. Wood, Ms. Margaret
Neuse, Dr. Alvin Cohn, and Ms. Laurel Rans deueloped the
workshops and conducted the training.

By the end of the grant period in 1977, over 750 correctional
- administrators and evaluators had been tramed in the evaluation
process. The positive response to. the training and the continued
interest in the reﬁnements that were made in the guidelines led to this
revision,

This document describes a genenc approach to evaluation that can
be used by administrators and evaluators alike. It is written principally
for corrections personnel, but it can be, and has been, used by other
¢riminal justice personnel as well. The documient is intended tobe a
reference work that describes the steps in designing and conducting
an evaluation in a “how-to-do-it” format. But besides procedures,
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worksheets, and descriptions of steps to- take, there are also
discussions of key concepts, examples, and illustrations.

Over the years, many people have contributed to the development
and refinement of the corncepts and procedures that make up these
guidelines. We are particularly grateful to our colleagues at the
National Institute of Law Enforcement and Criminal Justice—Fred
Becker, Bob Burkhart, Paul Lineberry, Lois Franco, and Linda
Grossmart. Stuart Adams, Laure! Rans, and Paul Kusuda, three of our
advisors, were also very helpful. At CHS, special thanks are due to
Margaret Neuse for her many suggestions for improving the
guidelines, to Paul Mathless for editing the text, and to Vennette.

Fuerth and Marta Kelsey, who have provided invaluable support

throughout the project. We also want to acknowledge the
contributions of the many workshop participants whose comments,
suggestions, and criticisms have been invaluable.

Jack Reynolds, Ph.D.
Center for Human Services
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I INTRODUCTION
What Is Evaluation? v
* Academicians and evaluators enjoy arauing over the definition of
evaluation. Like many other basic concepts, evaluation is one that
everyorie seems to understand until they begin to define it.
Most definitions seem to look at evaluation from one or more of
. three perspectives: -

@ As a process How evaluation is done; the steps and
procedures involved in designing and
conducting an evaluation -

# As a product The results, findings, or judgments that
are made as a result of .doing an
C e evaluation _
. .» Interms of its The end use of evaluation—for example,
purpose for planning; policy-making, or decision-
making, ~

Our view is that evaluationiis a process that results ina product that
has a purpose. That process is what will be described in this manual. It
consists of a series of steps for determining what will be evaluated, and
for planning, designing, and conducting an evaluation.

The evaluation process is essentially the same as the process thatis
used in research. Evaluation and research use the same techniques—
sampling, data collection, analysis techniques, experimental and non-
experimental designs, and so forth, What distinguishes research from
evaluation is the product, While research is conducted to gain
knowledge, evaluation is conducted to make judgments. In evaluating

a corrections. project, not only do you want to know what it is doing;, ~

but you also want to make judgments about how well it is doing it—to
what extent it is adequate; effective, or efficient.

The products of the evaluation process are judgments-—value
judaments. In fact, evaluation is often described as the act of placinga
value on something or someotie. In this broad sense, we are all
evaluators, We make judgments every day about the value of different

- things—books, movies; politicians, actors, transportation systems,

even corrections. programs.
When evaluation is done informally, these )udgments are often

called “subjective.” The type of evaluation treated in this manual is

more formal, We attempt to employ rational, objective, and precise
~-measures to make fair or “objective” value judgments about
programs;

“While judgment may be the prmcxpal product, - the utlhty -of
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- ‘evaluationcan go beyond the exercise of judgment. That is where the

{y purpose of evaluation ¢omes in. Why is a subject being evaluated?

* How will the results be used? We believe that evaliation can be most
useful when it is desxgned to provide mformatlon needed for
decisionmaking.

In the field of correchons, evaluation can be used to prov:de
information for making political as well as administrative decisions
about fundmg projects, modlfvmg services, reorganizing staff, and so
forth.

One way to be certain of getting the needed information is to

" identify the decision options and then design the evaluation to help
decisionmakers choose the best option. For example, evaluation
results .could help a warden decide whether to continue a special
inmate education program, modify it, or cancelit. When it is related to

these decision options, evaluation becomes more than a mere’

description of a program or activity, more than a judgment about its
worth. Linked to decision options, the information and judgments
evaluation produces are more likely to lead to program improvement.
Therefore, as a management information tool, we define evaluation
as:
A process for making judgments about selected people,
objects, and events by comparing them with specified
value standards for the purpose of deciding among
" alternative courses of action.

The Guidelines

To make evaluation work in the way we. have descrxbed it,
administrators and evaluators must work together to:

e Identify priorities and select useful evaluation topics that are

feasible as well as responsive to decisionmaking needs

® Design practical evaluation methodologies. and procedures

¢ Conduct and manage evaluations effectively and efficiently.

This manual is written ‘as a guide to help administrators and
evaluators meet these requirements. In its simplest form, the
- .evaluation nm tess described here zan be seen as a three-phase
process operating within the political and \managerial context of
correctlons decisionmaking. ,

" In Phase I, the: adrmmstrator and evaluator work together to
determine exactly what needs to be evaluated, for whom, by what
date, and for what purpose. Phase I and thephases that follow it

consist of & series of steps that may be completed in several different

ways. But when Phase I is completed, a product should emerge—a
clear defi nmon of the evaluation topic.
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Phase II is the development of the technical design and the'

managernent plan for the evaluation. In this phase, the administrator
and evaluator follow steps to identify the data that will be needed to
make judgments about whatever is being evaluated. They also
determine how to collect and process data and how to schedule, staff,
and budget the evaluation,

Phase IIl is the implementation phase. The steps in this phase deal

principally with carrying out the techmcal and management plan and:

producing the results.

Once the evaluation is concluded, the findings and judgments are
communicated to the appropriate decisionmakers, who combireg
them with other information and judgments from outside this formal
evaluation process. Eventually, a decision is made, an option is
selected, and action is taken. That action may be to reorganize a
project or distribute funds, or, in some cases, it may even be to plan
another evaluation study. And the process begins again.

Figure 1 illustrates thls ﬂow and the three phases of the evaluatlon :

process.
Figure 1
THE EVALUATION AND DECISION-
MAKING PROCESSES

PHASE | PHASEN |  PHASE il

Selecting. - ==3» Developing --> - Conducting
the Evaluation | the Evalua- - | and Managing
Topic - tionPlan |- the Evaluation

N

JUDGMENT | . _OTHER

ACTION

INFORMATION

Figure 2 outlines the steps in each of the three phases, Each of these

steps is discussed in detail in the following chapters,
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Figure 2
PHASES AND STEPS :
IN THE EVALUATION PROCESS

PHASE I: SELECTING THE EVALUATION
TOPIC

1. Identify the evaluation priorities

2. Clarify the evaluation subject

3. Clar'ify tﬁe objectives of the subject

4. Specify the objective of the evaluation
5. Ascertain the feasibility of the evaluation

PHASE II: DE VELOPING THE EVALUATION
PLAN

1. Select the study design

. Select the evaluation criteria

. Select the evaluation standards
. Develop the analysis plan

. Develop the sampling plan

3 Develop the data collection plan

e I AW &1 B ~ S L R =

.. Develop. the reporting plan
8. Develop the managment plan

PHASE Ill: CONDUCTING AND MANAGING
- THE EVALUATION

1. Make staff assignments for the evaluéﬁon .

2. Develop the evaluation and management pyrocedures
3. Pre-test and revise the evaluation procedures

4. Collect and aﬁaly_ze the data, and report the results

‘ ‘5 Dévéldp s{rategies for using the evaluation findings

1L PHASE I: SELECTING THE EVALUATION
TOPIC =~

Evaluation: is seen as a threatening prospect by some and agolden
opportunity by others. Different people want to evaluate different




things for different reasons, If an evaluation is going to be useful to
these different parties, then there must be some meeting of the minds
before the work beglns As David Twain, et al., stressed:

“There must be some “pay-off” for each of the major participants if

collaboration is to be successful, and these immediate and

potential benefits miist be recognized at the outset.*

The steps inPhasel are designed to help the major partxcnpants inan
evaluation—particularly the administrator and the evaluator—select
evaluation topics that will have a pay-off, Because evaluationinterests.
may vary among the participants, you may need to list these varied
interests and then set some priorities. Once this is done, a specific
evaluation topic can be clarified as o what is to be evaluated, why, for
whom, and by when. At the end of this phase, the evaluation top\c
should be phrased in terms of a subject and an objective:

To provide . (whom) with evaluative
information on - (subject and type evaluation)

by {date) in orderto (purpose and decnsxon
options, if applicable). R .

Phase I consists of five steps: 1) 1dent1fymg the evaluation priorities;

- 2) clarifying the evaluation subject; 3) clarifying the objectives of the

subject; 4) specifying - the objective of the evaluation; and 5)
ascertaining 'the feasibility of the evaluation.

STEP I IDENT]TY THE EVALUATION
PRIORITIES |

1.1 Identify your evaluation interests—Consider and list
questions to be answered, hypotheses to be tested,
judagments and decisions to'be made, program goals
and objeciives; problem areas, major issues.

1.2 Rank order these interests according to their utility—
consider utility for management, public relations,
acéountability, reputation . a

1.3 Negotiate consensus - on the order of rankmg‘
(prlormes)J : :

*Twain, David; Harlow, Eleanor; and Merwin, Donald: Research and Human
Services: A Guide to Collaboration for Program Development, New York:
Research and Development Center, Jewish Board of Guardians, September
1970, p. 23,

.
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Each of the major. participants can begin by identifying the broad

areas of interest he/she thinks should be evaluated. You may have -

your own list and separate lists for other interested parties (the public,
the legislature, the evaluator), or you may combine them into one list.

In his chapter on “Research Needs and Priorities,” Stuart Adams
identified several sources of evaluation needs.

One of these is the mission of the agency. Another is
agency requirements for self-maintenance and’ self-
improvement. Still another is the perceived role of
corrections in relation to other agencies or systems in the
community. Finally, there are such maiters as
correctional experience and correctional theory. These-
areas give the administrator his main clues as to what
research is needed and what is likely to yield practical
results.*

Obviously, one of the most important sources of evaluahon
interests should beissues related to the agency’s mission: Are agency
-and program goals and objectives being met? Is recidivism being
reduced? Is security being maintained? Are inmates being
rehabilitated? Other common sources are problem areas: Why is staff

turnover so high? What are the reasons for disputes among i mmates'? ‘

These :interest areas can be phrased in differ ent ways.
Administrators often phrase their interests as guestions they would
like answered: Is security sufficient? Is recidivism being reduced?
Evaluators may .think in terms of hypotheses to be tested: “Work
release projects in rural areas are more successful than those in urban
areas.” Both administrators and evaluators may express evaluation
interests in terms of judgments t6 be made about effectiveness and
efficiency: Which is the most cost-effective service—counseling,
vocational training, or recreation? You may also find evaluation
interests expressed as decisions to be made: Should the probatxon
workload be reduced, maintained; or increased?

Your interest areas can be identified in any form and phrasedinany -

way. You may prefer to list them by yourself, ask for staff stiggestions,
poll your clients, search the literature for ideas, or think them out with
your colleagues. Group involvement in this process may be a good
idea. It canhelp ensure that the key participants in the evaluation area

part of the topic selection process, which can lead to smoother

relations when the evaluation is designed and conducted.

*Adams, op. cit., p. 23.




" Since you will not be able to evaluate everything at once, you will
. have to establish somie pricrities. Adams wrote:

In principle, research monies should be directed primar-

ily into projects that the administrator deems important

. . Since all such research needs cannot be met simulta-

neously, they must be given a ranking—most important

first. However, areas of greatest need are not necessarily

areas of payoff ... Consequently, evaluative studies

+ should reflect both perceived needs and perceived possi-
bilities of achieving practically important results.*

One way to establish priorities is to rank your list in terms of
greatest utility. Think of how the results would be used. Can they be
used to make decisions? If so, that is a higher order of utility than using
the results to improve judgments. Improving judgments is more useful
than merely ‘increasing knowledge. Consider positive uses and
possible misuses in determining your ranking, Be able to explain why
an area would be useful to evaluate or why it would notbe. Here are
some examples of ways evaluation can be used:

e Management Improve: planning, operations, manage-
improvement ment decisionmaking ,

e Public reiations Iniprove communit'y‘awareness, iricrease
political support, raise central issues for
public consideration

e Accountability Pyovide required information to su-.

" periors, the legislature, LEAA

o Reputation Enhance the reputation of the program,
: > the administrator, the evaluator.

If you are the only per;;on involved in establishing evaluation
priorities, then youwill have ;nlready setyour priorities by ranking your
areas of interest. If more théin one person or group is involved, then
youwill have to negotiate co ﬁsensus onthe priorities. Therearemany
ways to do so. They all injjolve commiuinication among the parties,
honesty, candor, and a willixgness to see the other person s pomt of
view. One procedure is described below:

e Compare the. . :‘Each participant shares hxs/her list- with
. ranked lists . the others

- *Adanms, loc. cit.




o Identify common

areas of interest

e Negotiate

consensus on the

top items

e Negotiate
consensus on the
bottom items

e Attempt to
negotiate -

consensus on the

remaining items

Identify those items that are at the top
and at the bottom of everyone’s list.

Take the few’items at the top of
everyone’s list and discuss the utilities
and - drawbacks of - each, with all
participants explaining how and why an
item would be useful or not useful to
them or their group. Ask the participants
to reorder the list, if necessary. Close
with agreement.

Use the same procesé as for the top-
‘priority items. o

Use the same process.

Not every item on every list has to be negct:ated Since there will
probably be more items than you have the time and money to
‘evaluate, one or two top-priority items will usually be enough to begin

with.

Throughout the evaluation process, there may be several points
where you will need to negotiate. The procedure just described can be
used to negotiate consensus each time it is needed.

STEP 2: CLARIFY THE EVALUATION

2.1 Review the relevant literature, documents, records

2.2 Identify the object, person, or everittobeevaluated

2.3 Determine the number of siibjects to be evaluated -

2.4 ldentify any features to be given special emphasis

2.5 Identify the type of evaluation to be conducted: need,
design, performance, impact. - .

SUBJECT

Once an evaluation interest has been selected, many evaluators
find it helpful to collect and review the relevant literature, For
example, if the administrator is interested in knowing whether the
work relea=e program is meetmg its objectives, the evaluator might

- 10
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collect annual reports, minutes of meetings, grant applications, and
other documents from- the files: In addition, he/she might review
journal articles and books on work-release. This review can help give a
context to the evaluation that will makP it eas1er to clanfy the
" evaluation subject. ¢ :

Next, you must clarify the objects, persons, or events to be
evaluated: a halfway house; a work-release program, the laundry
service. An evaluation can be of:

. Ob)ects ; Cells, food, textbooks, clothmg, dmmg
halls-—that is supphes equipment, or
facilities ,

e People - Inmates,' guards, wardens, evaluators,
volunteers, staff, clients, or professional
‘associates

e Evenis " Programs, projects, activities, proced-
ures, or -even tasks—for example, a
juvenile diversion program,.a skills train-
ing project, a work-release transporta-
tion service, an inmate counselmg

- procedure, a ulmg task. o

- Youalso need to clarify the number of subjects to be evaluated: one

recreational project, several, many? Then specify any features or
parts of the subject that should be given special emphasis. For
‘example, if you plan to evaluate your food services (an activity); vou
may want to pay particular attention to some of the procedures, such
as menu preparation, serving, or security procedures. Or you may
want to emphasize costs, inmate satisfaction, or speed of service.

You also should specify the type of evaliiation to be conducted. A
subject can be evaluated as to: 1) the need for it; 2) its design; 3) its
performance; or.4) its impact. :

Each subject ¥an be viewed as having. several stages in its life cycle,
as inFigure 3 (see page 12). By clarifying thé stage to be evaluated, you
defirg the type of evaluation to be conducted.

You may want to know if there is a need fora new prnson, or whether
a design for a new prison is acceptable; whether a new prison
performs as expected; or whether a new prison has had any impdct on
escape rates. Sometimes, you may want to have several such kinds of
information at the same time. In that case, you will evaluate your
subject from several perspectives snmultaneously——you will. be
conductmg several types of evaluation. .

.‘11




L Figure 3
STAGES IN 2 SUBJECT'’S LIFE CYCLE -
AND CORRESPCHEDING TYPES OF EVALUATION

,————Need lmpacl
Subjec' : Sub]ect
PlanK Evaluation Operahcns
Pesign ———— Perlormance

Evaluation of Need

This type of evaluation is sometimes called needs assessment, and
it is usually conducted when the real need for a subject is unknown. If
your evaluative questions are like the following, you prébably want a
needs assessment: :

¢ Do we rieed another staff training program already?

& Are institutions really necessari?

o Which do we need the most—the gym or the dairy?

You usually evaluate need by comparing a current situation with
some standard, such as the ideal situation or what is required. For
example, currently 100 of 200 inmates do not have proper shoes.
Ideally, all 200 inmates should have good shoes. Therefore, our
assessment of the need is:

Current: 100

Ideal :200
Only half the ideal is being met, or, there is a need for 100 more pairs of
shoes.

Neéeds assessments are ¢ommon in educatlonal and training
* programs. To determine what things the professional staff needs to
learn, some programs first conduct a functional job analysis to identify
what the staff members are required to do. By comparing what they
have to do with what they can already do, the educator can determine
what they need to learn.

In corréctions, you have many situations calling for an assessmcnt
of need—the need for people (staff, volunteers, evaluators) and the
need for events (counseling services, filing, vocational training). -

Although needs assessments are important, they often take agood
deal of time and effort to conduct, particularly when the subject is

% 100=50 percent

12




large, or philosophical. Evaluating the need for rehabilitation services
in institutions, for example, could be a major study. But needs
assessments can be small and still be useful. You couid assess the
needs of the guards for training, the needs of the inmates for
recreational and health services, the needs of the probation officers
for assistance. Needs assessments of manageable size can provide
useful information for decisionmaking.

Evaluation of Design

This type of evaluation is sometimes called plan review or proposal
review, It is usually conducted whien a plan for some subject has been
developed and formally submitted. If your evaluation questions are
like these, then you may want a design evaluation:

e Is this training curriculum adequate?

e We have to determine which of these 20 proposals for

demonstration projects should be funded.

o Is this design for the new dining hall acceptable?

e Will this plan for post-release counseling produce anything?

You usually evaluate the design of a subject by comparing what is
proposed towhat is needed. For example, if the newdininghall needs
to serve 150 people per seating and the architect’s plan allows 200
people to be served per seating, then the evaluation would be:

Planned: 200/seating = '

) Needed: 150/seating % 100=133 percent
Evaluation shows that the plan is more than adequate with respect to
seating capacity.

Design evaluation is common in the commercial sector, where
contracts are open for competitive bidding. Competing firms submit
proposals for “meeting the need,” and these are evaluated to select
the most effective and cost-effective design. In government work,
arants and contracts are often awarded the same way. In corrections,
you will have occasion to evaluate grant and contract proposals, as
well as project and department plans. For example, many
departments of corrections evaluate the plans submitted to them by
their operating agencies; many SPAs also evaluate annual work plans.

Plan evaluation is important because performance evaluation often
depends on the existence of a workable plan. If the plan is inadequate,
it may have little or no practical utility, Thus, you should seriously
consider evaluating each project’s plan, whether it be a vocational
education project, a work-release program, or a design for a new pre-
senterice investigation scheme.

13




Evaluation of Performance

This is the most common type of evaluation, and in many programs
it is the only type conducted. If your evaluation questions are like the
following, you probably should conduct a performance evaluation:

e Did the diversion program meet its objectives? -

o Which service is more cost-effective—the institutional or the

community-based?

e What did participants learn as a result of this training?

Performance evaluation includes measuring the conformity of the
subject to its design; the production of the expected goods and
services, in terms of both quantity and quality; and the immediate
effects of those goods and setrvices on the knowledge, attitudes,
motives, and behavior of the recipients.

Performance evaluation can consist of all or some of the following
subtypes: . ‘

¢ Conformity Program performance i$ £ompared with
legal requirements, regulations, or
federal “standards.” For example, does
the halfway house operation conform to
Equal Employment. Cpportunity regula-
tions?

e Products Here you determine whether the
expected products are actually being
produced. Does the new refrigeration
system preserve foods the way it is
supposed to; does the farm produce the
expected quantity and quality of
produce; is the counseling program
serving people according to plan?.

e Effects If the goods and services are being
produced according to plan, the next
question is: Are they having the effects
expected? Are inmates learning new
skills in the Voc Ed course? Are the
attitudes. of the gquards improving due to
the staff development program? Does
the community support the diversion
program? Effects usually refer to changes
in knowledge, attitudes, motives, and
behavior that are a result of the subject,
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You usually evaluate performance by comparing what is actually
produced with some standard, such as the subject’s planned
objectives. Far example, say 46 parole officers were trained, The
course was designed to train 50, Our evaluation of performance is:

Actually trained :46 :

Planned objective: 50 X 10092 percent
In meeting 92 percent of its objective, this parole officer’s training
course can be said to have been effective,

Evaluatien of Impact : '

This is the evaluation of the subject’s more permanent, or long-
range, effects on the status of the individual, group, or community.
Common impact concerns in criminal justice are recidivism and c¢rime
rates. If your questions are like the following, you are probably
concerned with impact evaluation;

e Did the work-release program reduce crime?

o What long-term skill gains accrued from the training?

& Which program did the most to increase inmate employablhty—

the counseling or the Voc Ed? -

You usually evaluate impact by comparing the “before status with
the“after” status. For example, before the halfway house was opened,
the recidivism rate was 40 per 100 after one year. After. a year of
halfway house ‘operation, the rate dropped to 20 per 100. Our

- assessment of the impact is:

Status after : 20
Status before: 40

If we can assume that this was the only factor contributing to the
change, we would say the program was very effective, that it cut the
recidivism rate in half. ,

For practical reasons, many programs cannot conduct all types of
evaluation. Most programs have a limited amount of time, money, and
personnel to devote to evaluation. Therefore, two types of evalua-
tion—needs assessment - and impact evaluation—will often not be
feasible, except as special studies. These types of evaluation should
usually be conducted on a regional or national level by highly trained
researchers, with the results fed back to the operating level for general
guidance in planning.

x 100=50 percent*

*Note that a figure below 100 percent can indicate ineffectiveness in some
cases and effectiveness in others, depending on the manner in which the
equation is constructed in each case,
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" Thus, clarifying the subject means defining the objects, people,
and/or events to be evaluated, how many, what is to be emphasized,
and the type of evaluation to be conducted. '

STEP 3: CLARIFY THE OBJECTIVES
-, OF THE SUBJECT

Whatever subject and whatever type of evaluation you have
identified, you will usually want to know whether the goals and

“objectives of that subject are being achieved. If you are conductinga

needs as$essment for récreation program facilities in an institution,
you will want to assess the need in relation to the objectives of the
institution’s programs. If you are evaluating the design of an object,
such as a classroom, you will want to know the purpose of the facility.
If you are evaluating the performarce of a physical education
instructor, you will want to know what he/she is supposed to
accomplish. Usually, you will be interested in evaluating the
performance or impact of a program or project, and you will want to
know' whether the program or project is achieving its goals and
objectives. .

Therefore, you need to clarify what the goals and objectives are.
Objectives should be stated as results, not as activities. For example,
what is the auto mechanics training program. supposed to
accomplish—increase - the employability of the inmates; produce
skilled mechanics? Ideally, the objectives to be evaluated should
specify the knowledge, skill or behavior to be achieved, the magnitude
or quantity of the change expected, and the target date for achieving

‘the obj ectives. For example, in a performance and impact evaluation

of an auto mechanics training program, thefollowing objectlves might
be selected for evaluation:

e Performance At least 95 percent of the inmates who
objective complete the training will be able to pass
the General Motors qualifying exam-

ination for auto mechanics.

o Impact objective At least 75 percent of the participants in
the auto mechanics training who are
paroled will find and keép an auto
mechanics job for at least six months
after release.

) Clarifying program objecfive§ will heip you specify even-more
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precisely what i5 to be evaluated. If others are involved in the
evaluation, you will have to make sure that everyone has the same
percentions of what the program is supposed to accomplish. If
perceptions differ about the real objectives-of a program, this willbe
another point where it will be important to negotiate consensus.

STEP 4: SPECIFY THE OBJECTIVE
OF THE EVALUATION

4.1 Identify the target audience of the evaluation

4.2 Define the purpose of the evaluation in relation to the
target audience: information, judgment, decision-
making

4.3 Specify the decisions and the decision ophons the
evaluation should address

4,4 Determine the deadline(s) for the evaluation and the
frequency of conductirig it.

Next you need to answer the who, why, and when questions. Who is
the target audience for this evaluation—Ilegislators, administrators,
professional staff, clients, social scientists, the public? If there are
multiple audiences, such as the warden and the public, you need to
note that..

Answering the why question will require some care. What is the
purpose of this evaluation? Why is it being conducted? Is it only to
provide: information? How will that information be used? What
decisions and actions might be taken on the basis of the evaluation?

To specify the purpose of the evaluation, you should think of how
the target audience will use the results. Does the audience just want
information? Does it want the information to make a judgment or to
test a hypothesis? Does it want to end up making a decision—
selecting & course. of action?

You can formulate the purpose in terms of ‘statements to be.
addressed by the evaluation: ‘

USE EXAMPLES
o Information only 1. Determine how much time couniselors
) spend with ¢lients,

2. Determine the cost per offender for
the project.

17




N
e Information for 1. Determine whether the post-release
making, . job-counseling project is effective and
judgments . efficient—is it meeting its objectives? -
© 2. Determine which plan will provide the -
' : most security at:the least cost. -
9 Information for 1. Volunteers are more effective than
judgments phrased parole officers in identifying jOb oppor-
as hypotheses tunities for ex-offenders.

"2, Halfway houses for juveniles are more
efficient (in terms of cost per offender)
than detention centers.

o Information for 1. Determine  whether volunteers or
judgments that parole. officers “should -have -primary
lead to decisions  responsibility for identifying job oppor-

tunities for ex-offenders.

‘2. Determine  whether the probation
officers’ caseloads should be expanded,
maintained at their present level, or -
reduced. :

If the purpose is decisionmaking, you shoul‘d specify the decisions
to be made and the decision options that are open. Decisions could be
of several types—for example: -

g o Support Dec1510ns to give or withhold financial,
; ' _ ‘ o moral, political, or other support
o Modification - Decisions . to ‘change -a program’s
. structure, schedule, .or other ‘ char-
; acteristics- ST ,
o Inquiry - Decisions to gather more information, to

, " investigate further.

For each decision, the decisionmmaker may have several options, or
courses of action, open to him/her. For example, in deudmg whether

- to modify a probation project, the optlons might be: 1) b not modify;
2) modify the staffing pattern; 3) redistribute the caseload; -or 4)
reduce the number of probation services.

Arnimportant part of specifying objectives is to set up the tlmetable
for the evaluation, What is the deadline for the evaluation? When does
it need to be completed? What is the frequency of the evaluation? How
often will it be conducted—annually, monthly, only orice?

In sum, specifying the objective of the evaluation nieans defining the
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target-audience, the deadline, the frequency of the eévaluation, the -
purpose or use of the results, and, if the purpose is decisionmaking,
the specxfxc decisions and options the evaluation will address

STEP 5: ASCERTAIN THE FEASIBILITY
‘ ‘OF THE EVALUATION -

5.1 Determine whether the evaluation can be conducted
* @ Identify any technical problems that might make
the evaluation impossible: fack of data, nio objec-
tives, no way to measure impact
5.2 Determine the probability that the results will be used
e Identify the internal and external constraints that
might inhibit the use of the evaluation results
® Identify the positive internal and external factors
that might support use of the evaldation results
5.3 Revise the subject or objective, if necessary.

At this point you need a reality test. Is this evaluation feasible? Is it
technically 'possible? Are there enough resources to design and
- conduct the evaluation? Will the results be used as. planned?

To determine whether the evaluation is technically feasible, the

evaluator should make a quick check of the Phase Il steps. What type

of study design might be required to provide the type of information
needed? What criteria, standards, and measures might be needed?
What might- the data 'sources‘b’e? What ‘kind of ‘sample might be
needed? Are there problems inany of these areas? Are data available? '
Can you get access to the data? Is it possible to measure, say, the
impact of a program on recidivism?

You will also have to make a quick check of the resources that
would be required to do this type of study. Or you might estimate what
resources are available and use that information to determine what
type of study would be feasible. The following are key resources:

& Money ‘ . - Evaluation grants, budgets vs, eshmated
costs ‘
e Time ; ‘ Available tlme vs. quantlty and duratlon
: " needed.
~o Staff "~ - ©7 Available- staff ,and consultants vs.

-number and type needed
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e Material and ~Available facilities, equipment, and
equipment supphes Vs, those needed.

~ You will also have to determine the probabxhty that the results will
be used as planined. What internal or external constraints might inhibit
the use of the results? What internal and external factors might
support the use of the resuits?

‘For example, in evaluating the need for new fac1lmes, you may
identify constraints to one of your options—there may be no
community or political support for constructing a new prison. Thus,

_you may decide that the decision option in this case does not really
exist. The followmg are common types of constraints:

internal ‘ ' j ‘External
Personne! . Organization Bureaucratic ~ Logistical
Time. Planning Community  Physical
- Money Leadership Cultural Political
Facllities Coordination Economiic Psychological
Records, data - Communication Geographic.  Religious
Cooperation Legal Social -

Your final step should be to revise the subject or objective to reflect
the constraints. Then you should be able to define your evaluation
problem as a clear'and precise topic, noting exactly what is to be
" evaluated. One way to do that is to write out the objective of the
evaluation in the following format:

‘To provide (whorn) _ ‘ with evaluative
information on__(subject and type evaluation)
by _{date) _inorderto_- __(purpose and decision

options, if applicable).

Here are some examples:

To provide the'Grants Program Monitor and the Legislature with
evaluative information on the performance of the légal services
project by January 1, 1978, in order toidentify:

1. The number of inmates who use the legal services

2. The opinions inmates have abput the legal services

3. The suggestions mmates and lawyers have for impir'oving the ,

services. ’

To provide the Dlrector of Youth Services with evaluatlve
information on the impact of the volunteer program by July 30, 1977,
in order to judge whether:
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1. The program is effectwely meeting its oblectlves
2. The program is operating efficiently. ‘
To provide the Warden with evaluative information on the

performance of the work-release program by June 6, 1977 inorderto
.decide whether the program should be: ,

1. Continued as is
2. Modified .
3. Expanded

4. Dropped

. PHASE il DEVELOPING THE
EVALUATION PLAN o |

Once the evaluatlon topic has been clearly defined, a methodology
and management plan can be developed. The guidelines in this phase
will help you decide how to do-the’ evaluatnon—-—spemﬁcally

o How the evaluative judgments will be made

‘@ How the data will be collected and processed

e How the evaluation will be organized and managed.

Although this is a more technical pnase the administrator needs to.
be involved, particularly in deciding how the judgments will be made

and how the evaluation will be memaged.

A. THE JUDGMENT STEPS

The heart of evaluation is the judgment process. Given ‘the

* abjective that you stated for the evaluation, you must ask yourself

what judgments need to be made. - S

“Judgmients can be of two types: effectiveness and efficiency, When
we make judgments about something’s being good or bad, adequate
or inadequate, satisfactory or unsatisfactory, and so forth, these are
all different ways of saying that the subject is effective or ineffective,

efficient or inefficient, “Effectiveness means to prodice the desired

result, to accomplish the correct end, or to secure the relevant
outcome. Efficienicy . . means to accomplish any stated ObjeCthe
without wasting resources,”

How do you ' construct Judgments about  effectiveness and
efficiency? One way is to describe your program as a system of inputs
and outcomes and construct effectiveness and efficiency relationships

from that system Figure 4 illustrates such a: framework for a

*Hare, VanCourt, Systems Ana{ys:s A Diagnostic Approach New York
Harcourt Brace and World 1967, pp. 202-203.
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probation program. Inputs are resources that are invested in a
program or activity (staff, money, equipmerit,. etc.). These are
combined ‘in various ways to produce outputs—the products. o
services of -the: program or. activity (probation contacts or .
investigations). These outputs are supposed to have effects on
knowledge, attitudes, or behavior (discharges, revocations, increased
job-seeking). The effects of a program are intended to have some
impact on the individuals, groups, or communities who are the
beneficiaries of the program (increased employment rates, decreased
crime). Some evaluators prefer to combine outputs, effects, and
impécts and call them outcomes. Others do not dlstmgmsh between
‘effects and impacts.

- Tigure 4
SYSTEMS RELATIONSHIPS
'OUTCOMES
; ,
"INPUTS M OUTPUTSH*| EFFECTS >~ IMPACTS

Probation Contacts - . Discharges Crime rates
officers - Caseloads Revocations - Convictionrates

Pre-sentence Visits ~ : ; .
specialists - Pre-senience

Funds investigations

Effectiveness can be measured by selecting an input, output, effect,
or impact and making an appropriate comparison. For example, in
evaluating the effectivenéss of a post-release job-counseling project,
one important effect might be the number of ex-offenders who obtain
jobs: To construct a measure of effectiveness, you could compare this
number with the number expected to obtain ]ObS An examnple of how
this would be done is shown below: :

Effectiveness = , , ‘ Percentage
- Criterion . Measure -~ Data " Effectiveness
EFFECTS
] .
Jobs obtained; No. securing jobs 40  io0'= 114%
i No. expected to. - - 35 '

i secure jobs
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In this example, five more inmates than expected gotjobs; thus, the
‘program is 14 percent more effective than expected. ~

Efficiency, including cost-effectiveness and cost-benefit, can be
measured by selecting combinations of inputs and outputs, inputsand -
effects, and so forth. These criteria span the process that converts
resources into products, and thus they show the relationship between
the two. Several combinations are possible.

Fxgure 5
- RELATIONSHIPS THAT SHOW EFFICIENCY
, Y T = 1Y
| OUTPUT || EFFECT |-~ IMPACT |

7

For example an mput/efrect re]atlonshxp mlght be selected to

‘Efficlency : ; o Percentage
Criterion Measure - Data - Efficiency

INPUT/EFFECT (Cost-Effect)

No. doliars spent/ k ;
Cost per . No. obtaining jobs $2516/40 _ $62.90

Job No. dollars budgeted/No. $3000/35 $85.71
obtained expected to obtaln jobs

* 100 = 73%*

In the above example, the program is cost-effective (efficient)
because it uses fewer resources than expected in achieving.its
objective. The actual cost per-job obtained was $22.81 less than

planned and the program is 27 percent more efficient than planned.* ..

The specific measures of effectiveness and efficiency that you
would select, and the number of them, would depend on the purpose
of the evaluahon The four judgment steps should help you select the .
measures you need fo; the ‘decisions you have specified.

*Agam, note that a figure above 100 percent can dernote effectlveness in one .
case, whlle afigure below 100 percent can denote effectlveness inothercases,
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STEP 1: SELECT THE STUDY DESIGN
1.1 Review your evaluation needs (check the purpose,
audience, timing, constraints)
1.2 Consider the alternatives: experimental vs. non-
experimental designs
1.3 Select a design.

Before you select the specific measures of effectiveness and
efficiency, you must review vour needs (the Phase I summary). You
also must determine the degree of accuracy and precision that will be
needed for judgments, For the purpose and target audience you have
identified, how accurate and precise must the judgments be? How
great must your certainty be that the results are valid? Are general
 estimates of changes enough, or do-you have to have "hard” data
carried out to two decimal places?

Most administrators do not require as much accuracy and precision
as do most evaluators, so the question of precision may be another
issue to negotiate. There are many ways to improve accuracy and
precision, but they all involve additional costs. You can select an
experimental rather than a non-experimental design; you can selecta
large number of criteria instead of the bare minimum; vou can use
several standards instead of just one; you can draw a random sample
instead of picking people who are more easily accessitle. It's basically
a matter of tradeoffs. Your result carnbe moréeaccurate and precnse if
you are willing to pay the cost,

You can begin by reviewing the statements you formuiated in

specifying the purpose of the evaluation. Is the purpose to'increase -
knowledge, improve judgments, or influence decisionmaking?

. Whatever the purpose, ask yourself what will be required to achieve
that purpose for the target audience. That will help you assess your
evaluation needs. - '

e Description Will merely describing what happened be

B : sufficient—for example, that the

' ’ recidivism . rate dropped 5 percent, or
that 500 parolees are now employed?

e Explanation Will the audience also need to know how
and why the subject is effective: or

efficient—for example, that the work-
. release program failed because of a iack
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of qualified staff, commumty support
and funds?

e Proof Will the audience also demand proof ofa

cause-effect relationship—for example, -

that a controlled experiment showed that
recidivism dropped 10 percent because
of the work release program? '

For descriptive purposes, you can often settle for an “extensive”

non-experimental design, such as a sample survey or a simple
input/output description. For explanation purposes, you will probably
need more information, and you may choose anin-depth case study or

amore detailed before-and-after study. If proof of causality is needed,.

then you will need an experimental approach.
Also think about the timing of the evaluation and the constramts
+ that you identified. If time is short and resources limited, you will
probably not be able to afford a sophisticated approach, such as an
experiment.

True Expenmental Quas:-Expenmental and Non-Exper-
imental Designs
There is no “best” evaluation design. You must select one that will

provide you with the precision you require at a price you can afford.

That may mean you will settle fora “quick and dirty” case study in one
situation, a computer simulation in another; and a sample survey in
another. Since evaluation employs the same techniques as research,
you have.a very sophisticated arsenal of weapons at your disposal.
These can be classified in two major categories: expenmental and
non-experimental.

Experimental designs are the most precise investigative approach
for “proving” a cause-effect relationship—for example, that
commiunity-based programs result in lower recidivism. Selltiz, et al.;

- described the logic behind experiments:
" The basic outline of an experiment is smple an
“experimental™ group is exposed to the assumed causal
(or independent) variable while a “control” group is not;
the two groups are then compared in terms of the
assumed effect (or dependent variable). This pattern
‘makes possible the collection of the three major types of
evidence relevant to testing hypotheses about causal
relationships: (1) evidence of concomitant variation—
_that is, that the causal variable and the dependent
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variable are associated; (2) eviderice that the dependent
variable did not occur before the causal variable; and (3)
evidence ruling out other factors as possible determining
conditions of the dependent variable.*

- Experimental designs have been classified as true experiments and
quasi-experiments. The difference between them is a matter of the
degree of control over the three types of evidence mentioned by
Selltiz, et ai, Quasi-experiments do not control for as many sources of

. invalidity as do true experiments.  Campbell and Stanley have

discussed the advantages and disadvantages of 16 designs: three-non-
experimental . (they call them pre-experimental); three true exper-
imental; and 10 quasi-experimental.** Adams identified nine of the
most common designs used in corrections.*** These are sum-
marized in the next few pages.

True Experiments

o Pre-test/post- ) ‘
test, w;{h control O-FX*'O Experimental group

group ( O—>0  Control group

This is the classical expenmental design described by Selltiz.
Both groups are observed (O) or tested. Then one group gets
the experimental treatment (X). Then both  groups are
observed again(QO) to detect changes in the experimental group
that did not occur in the control group. The key to the designis
random assignment of the subjects to the experimental and
control groups. For example, in testing a human relations
training course for probation officers, you would randomly
assign one-half of the officers to the course, while the other half
would not receive the training. You cannot assignvolunteersor
those who are interested, nor can you match your control

" group to your experimental group, Random assignment means.
there is no bias; every subject has the same probability of; a)
being in the study, and b) \befng in the experimental group. This

*Selitiz, Claire, ef al. Research Methods in Social Rélations; revised edition.
New York: Holt, Rhinehart and Winston, 1959, p. 94.

**Campbell, Donald T., and Stanley, Julian C., “Experimental and Quasi-
Experxmental Designs for Research and Teaching,” in Gage, NiL. (ed.).
Handbook of Research on Teachmg Chicago: Rand McNally & Co., 1963,
pp. 171-246,

***Adams op, cnt, pp. 43 73
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requirement of random assignments is often impractical, and

this is why the true experiment is so difficuit to undertake.

e Post-test-only
control group
design

This design also requires random assignment-—and is often

impractical for that reason. The only difference between this

and the first design is the absence ofja-pre-test.

X*»0 """Experimehtal group
O Control group

A pre-test is not essential to true experimental design. It
provides you with a “baseline” so that you can see how much
change has occurred. But the amount of change is tangential to
the central question of whether X did or did nat have an effect.
This question can be answered without a pre-test, if the two
groups are randomly assigned. An added advantage to this
design is that you avoid the possible effects the pretest itself
might have on the subjects.

Experiments are demanding designs that requite careful planning
and execution. Adams notes that the true experiment “may be losing
ground to the quasi-experiment as the ‘work horse’ of rigorous
correctional evaluation.”* Two of these work horses are illustrated
below.

Quasi-Experiments

e Non-equivalent O=Xa0 p‘,m,,_moph! aroup
control group

(matched) O—>0 Control group

In this design, the subjects are not randomly assigned, thus
making the design more practical. That is one reason why
Adams suggests that it “may be the most useful quasi-
experimental design for the correctional evaluator.™* An
example was a study of 110 early releasees carefully matched
with 110 full-term releasees on such characteristics as age, type
of offense, number of convictions, and so forth. The study, done
in Florida, showed a 13.6 percent recidivism rate for the early
releasees compared with 25.4 percent for the matched
group.*** The matching ofthe subjects has to be done carefully

s

"*Op. cit., p. 60.
“hid, :
oexbid | p, 61, S .
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to avoid bias. The design is particularly good when the group
has assembled naturally—that is, has not been brought toge-
ther by the evaluator for his/her own purposes. Variations on
this design have been recommended by Hatry, et al.,* and
Weidman, et al.**

o Time Series ; O+=O0+O0+X+>0+0+0

A series of pre-program observations are made; then the
experimental variable is introduced. After the experiment, a
second series of observations is made. An example wouldbean
experimental project to close all the juvenile institutions in a
state. Periodic observations of juvenile crime rates could be
made, say quarterly, then the institutions shut down, then
quarterly measures made again. This design is similar to the
before-and-after non-experimental designs, except there are
several observations before and several after, It is different from
the non-experimental trend analysis in that the experiment is a
one-time occurrence, not a continuing program.

Non-Experimental Designs

Non-experimental designs are more likely to be used in correctional
evaluation than are experimental ones, Adams lists the following as
the most popular: “the case study, the survey, the trend analysis, the
cohort analysis, and the before-after study.”***

e One-shot case study X-»O

Case studies are often intensive. Large amounts of data are
gathered from a small number of cases. Anthropelogists,
psychiatrists, and business analysts often use in-depth case
studies, Case studies have been conducted of team policing,
youth reception centers, drug programs, and many other
subjects. Case studies are probably the weakest, but also the

“Hatry, Harry; Winnie, Richard E.; and Fish, Donald M,; Practical Program
Evaluation for State and Local Government Officials. Washington, D.C.:
The Urban Institute {(UJRI-17000), 1973.

*#Weidman, Donald R.; Waller, John D.; MacNeil, Dona; Tolson, Francine,
L.; and Wholey, JosephS,; Intensive Evaluation for Criminal Justice Planning
Agencies, Washington, D.C.: U.S, Government Printing Office, July 1975.

%A dams, op. ¢it., p. 53. '
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most used of designs. When using a case-study design, one
cannot be very sure that the experimental treatment (X) was
the cause of the observed effect.

e One-shot survey ‘ ’ X»O

Surveys are at the other end of the continuum. Usually a limited
amount of data is gathered from a large number of cases.
Surveys can be of inmate attitudes, community perceptions,
probation officer caseloads, or almost any other subject.

¢ Trend analysis X=O X0 »X»03»X+>0 4

This is periodic measurement of a subject, such as a semi-
annual assessment of recidivism rates or weekly tests of inmate
attitudes toward guards.

®

o Cohort analysis

Cohorts are groups of people with something in common, such
as all men born in 1952, all college graduates in 1975.
Corrections evaluation often studies the “release cohort” to
record its performance periodically after release from a
carrections program. The usual groupings are yearly releases,
and they can be assessed as to the proportion who are
employed, returned to the system, arrested, or any of a variety
of criteria. '

o Before-after studies O»X»0O

The pre/post-test design is commonly used in corrections to
measure gains in knowledge, skills, and so forth. Before-and-
after studies can be easily adapted to almost any program or
project. All they require is some planning to make sure the base-
line data are collected before the program begins.

Another set of design possibilities can be found in operations re-
search models.* These are usually non-experimental approaches that
give you a framework for ordering different variables so that you can
identify how they relate to one another. Operations research models
are often used for decisionmaking in private industry. They are baged
on mathematical analysis, and many require computer processing.
Among the most popular models are linear (for example, linear

*For a review of the use of these approaches in corrections, see Adams, op.

cit., Chaps. 12-14. .
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programming), network (forv example, PERT, CPM), dynamic (for

example, location analysis), and stochastic (such as the two-stage

linear model).

Now that you have reviewed your needs and are aware of the
principal study designs available to you, the next step is to select a
design that will meet your needs and is feasible for you to undertake.
Again, you will have to compromise. Elegant designs (experiments
and operations research models) are usually more precise, but they
also take longer and cost more. Simple designs are easier, quicker,
and less expensive, but they also are less precisje‘

STEP 2: SELECT THE EVALUATION
CRITERIA

2.1 Review your needs (check purpose, .decxsxon
options, program objectives, emphasis, and con-
straints)

2.2 Consider the alternatives: effectlveness or effmency
or both

2.3 Select the criteria

2.4 Assign weights (unweighted, ranked, scores)

2.5 Select the measures (counts, rates, ratios, propor-
tions, percentages, indexes, formulas).

Criteria are the characteristics, properties, or concepts that are

used to make judgments about a subject. Researchers call them o

variables,*

What criteria do you need’v’ You can clarify thls point by reviewing
five Key steps: purpase, decision options, program objectives, subject
emphasis, and constraints. The most important items to review are
the purpose and the decision options. Look at the statements you
want the evaluation to address, If the purpose is to decide among
options, ask what jidgments must be made about each option to
arrive at that decision, and what criteria are needed to make those
judgments. For example, if an.cption is to provide staff training in
counseling, -then some judgment may be needed about the

*See Adams, op. cit., pp. 46-47, for a discussion of seven “widely used
performance criteria” in corrections evaluation: arrests, type of offense; time

until arrest, conviction, length of time in lock- -up, costs of correctlonal:’

treatment and benefits,
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counselors’ effectiveness at present, and criteria may, therefore, be
needed on inmate problems treated and not treated."

Another important source for identifying criteriais the statement of
program objectives, Usually you will want to know if the program is
effective and efficient in achieving its objectives. If an emphasis has
been stated, such as “inmate satisfaction with grievance procedures,”
then you know that criteria will be needed for the emphasis areas—
inmate attitudes and perceptions, The constraints may have to be
included in the evaluation. For example, if you think there is
community opposition to opening a halfway house, and the halfway
house is one of your decision options, you may want to include
community attitudes among your evaluative criteria.

As mentioned previously, there are two broad classes of criteria
from which to choose: effectiveness criteria and efficiency criteria
{which include cost-effectivensss and cost-benefit findings). You now
can select the appropriate criteria for each decision option. For
example, you might select all or some of the following as criteria for
deciding whether to continue-a work-release program or modify it.

Effectiveness Criteria

e Impact 1. Recidivism
o Effects 2. Placements
o Ouipuits 3. Jobs developed v
, 4. Employers contacted
o Inputs 5. Offenders approved
6. Program costs
FEfficiency Criteria
e Input/output - 7. Employer contacts ‘per approved
offender*
L 8. Cost per job developed
e Input/effect - - 9. - Cost per placement
10.  Placements per approved offender®
_ o Input/impact 11. Cost per non-recidivist

o OQutput/effect. - 12. Jobs developed per placement
o Effect/impact 13. Placement per recidivist.

*At times yoti may find it clearer to invert the efficiency relationships. For

example, contacts per approved offender (an output/input relationship) is
easier to deal with than approved offenders per contact (input/output).
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Once the criteria have . been selected, they should be weighted.
Weighting is the assignment of a number to a criterion to indicate its
importance relatlve to other criteria, Weighting can take several

forms:

e Unweighted

® Ranking

o Scoring

The last step istoselecta measure for each criterion. Measurement .
is the assigning of a number to a criterion according to rules. There are

i

All criteria are of equal weight.

The criteria are listed in order of im-

portance

Each criterion is given a'score, such as
cost = 5,skillgain = 3.Often, the total of

_the scores of all the criteria adds up to
100, just for convenience.

several broad categories of measures from which to choose:

e Count

e Rate

o Ratio

e Proportion

- @ Percentage

The simplest type of measure. For any
given object or event, simply count the
number, such as number of visits,
riumber of dollars, number of favorable
responses.

Measures the frequency of occurrence of
some event, such as miles per hour; or
clients per day.

Two numbers related to each otherina
fraction or decimal, such as number of
guards to number of inmates (1:25 or
1/25). Any fraction, quotient, proportlon,
or percentage is a ratio,

A special type .of ratio expressing a
relationship” between a part and the

whole. The numerator .represents a
portion of the total; the denominator is
the ‘total. For example, five social

workers out of 45 staff gives a proportion

of 5/45, which, of course, reducgs to1/9.

If you mulﬁply a proportion by 100, you

‘have a percentage. Using the above pro-
portion, the percentage of social work-

Y
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o Index

e Formula

In selecting the specific criteria that you will use, you may find it con-

ers among the staff (5/45 x ‘100) is 11,1

percent.

.A composite of two or more numbers de-
signed ta indicate a certain condition. An -
index of security might consist of num- -

ber of attempted breaks + inmate days x

1000 (for example, 3 + 45,000 x 1000 =

.06). :

An index is often. derived through a for-
mula. Other formulas can become very
complex, involving weighted compo-

nents, complicated algebra, etc.

venient to arrange them in a format such as the following example of

performance criteria, measures, and weights for a work-release pro-

gram,

EFFECTIVE-

NESS NO. CRITERIA

WEIGHTS

Impacts 1. ‘No. approved offenders
returned to incarceration 10
Eftects . 2. Plat:emehts No. approved oﬂenderi
placed in jobs 10
Outputs ' 3. Jobs developed - No. jobs developed for
approved cffenders 10
4. Employers - No. einployers contacted )
contacted < for jobs ‘ 5
Inputs -~ 5. Offenders No. offenders approved ‘
i approved - for work-release 5
6. Program costs  No. dollars spent on - ‘ : )
: work-reiease program 10

Recidivism

MEASURES
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EFFECTIVE-

MEASURES

WEIGHTS

NESS NO. CRITERIA
" inputs/ 7. Approved offend- No. offenders approved
outputs ers per.amployer’ No employers contacted
contacted
8. Cost per job No. dollars spent
developed No. jobs developed 5
Inpute/ 9. Cost per No. dollars spent
effects placement No. approved offenders
placed in jobs 10
10. Placemen(s per No: placed -
approved offender o, offenders approved 5
Inputs/ 11. Cost per non- No. dollars spent -
impacts recidivist No. not returned to
Incarceration 10
Output/ - 12, Jobs developed No. jobs developed
- effect per placement No. placed 5
Effects/  13. Placements per No. placed
impacts recidivist No. returned to
- Incarceration 10
TOTAL 100

- STEP 3: SELECT THE EVALUATION

STANDARDS

3.1 Revxew your needs (see the type of evaluatxon and
study design)
. 3.2 Consider the alternatives: need, demand, plan, past
performance, -similar subjects, control groups, re-
~ quirements, professional standards, optimal model
3.3 Select the standards .
3.4 Assign weights- -
3.5 Select the measures.
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Standards are thelevels or ranges of performance withwhichactual
or proposed performance is compared. Sometimes they are called

norms, normal values, or expected values, Youmust select a standard E

for each criterion. For example, you might judge a staff trammg pro-
gram on the basis of two criteria: knowledge gain and cost. Even when

you have determined that knowledge gain is 13 and cost is $250, you

cannot make a value judgment about the effectiveness of the training
until you have standards with which to compare these findings. You
might compare staff knowledge gain, for example, with that of a con-

trol group, or with course objectives, or with knowledge gainresulting -

from a similar course held last year.

To determine what type of standard you should select; begm by re: :

viewing your needs. Pay particular attention to the program objec-
tives and the type of evaluation you identified in Phase I and the study
design you selected in this Phase. Four types of evaluation were de-

scribed. They usually call for the following types of standards: =

e Needs -~ ‘Compare the current situation with the
assessment - desired -or required situation--for ex-
ample, the need for training = the differ-
. ence between current skills and rédulred

skﬂls

® Design evaluation Compare the needed situation with the
planned objective—for example, train-
ing program design = training needs
‘compared with training plans.

o Performance Compare the actual performance with
-evaluation planned  performance (goals and

objectives)—for example, training per-
formance = planned ‘skill \gain com: .

- pared with actual skill gain.

& Impact _evaluation” Compare the terminal situation with ini-.

tial situation—for example, training im-
pact - = post-training-employment com-
._pated with pre-training employment, .

The study de51gn that you selected will also help you 1dent1fy your

needs. If you selected an experlmental désign, you will probably com- ~-
pare your subject with some control group, such as a group thatdid =~ -

 not receive training. If you selected a before-and-after design, you will
compare actual performance affer training with past porformance
(pre tralmng)

35
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You have many diferent types of standards from which to choose.
The following eight are the most common.*

- @ Need
o Demand
e Plan

o Past performance

» Similar subjects

e Control groups

o Kequirements

"o Professional

Compare what is proposed with what is
needed; or compare what is accom-
plished with what was needed——needed

‘skills, needed food

The demands or expectations of some
target population are used as the stan-
dard—~-nmate satisfaction, the govern-
or’s expectations: = =2

The objectives are used for compari-
son—D)id the diversion program meet its
objectives? Are the recreational objec-
tives realistic?

A subject is compared with itself over
time—How did the counseling project do
last year? What is the recidivism trend?

One subject is compared with another

.. that has similar characteristics—prison

A with prison B; halfway house D with
halfway house F.

In ‘experimental designs, the perfor-
mance of the group that gets the treat-’
ment is compared with a randomly se-
lected group that does not—half of the in-
mates get a free period to do whatever
work they wish; half do not.

A subject is compared with established
regulations, - laws, policies, guidelines,
rules—A grant application is. compared
with LEAA quidelines, a parolee’s situa-
tion is compared with parole regulations.

“Experts or professionals, such as physi-

cians, judges, or parole boards, set “de-

sirable” levels of performaiice.

*See Adams, op. c¢it., pp. 44-45, for a detailed description of the more com
monly used standards of comparison.

b
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In some cases, you may select several different standards for the
same criterion.

- Once the standards are selzcted, the weights Shuul be assigned -
and the measures selected as- des\,nbed previously. The same-
measures and weights should be used forthecriteria and standards.

In selecting the standards, you may expand the format illustrated
previously for criteria. For example:

EFFECTIVENESS NO. ' CRITERIA MEASUﬁES WTS. STANDARDS MEASURES WTS,

EFFECTIVENESS .
Effects 2. Platements  No. approvad Plan No spprovad
) oftenders offendars ex-
placed v . " pecied to be
B jobs 10 ) placed In jobs. - 10
{npuls : 6. - Program No. dollars. Budget No, dollars
. cosls spant on budgeted 10
work:relaase
program 10
EFFICIENCY
Inputs/ 9. Cost per No, dollars ’ Plan No, dollars
affecis i placement  spent budgetad
No. approved No. approved
offenders oltsnders
placed In expectsd to
jobs 10 be placed In
o Jobs 10

STEP 4: DEVELOP THE ANALYSIS PLAN
4.1 Review your needs (review the purpose, study de-
* sign, criteria, and standards) : »
4.2 Consider - the  alternatives: statistical ‘or non-
| statistical
Li 4.3 Qutline the plan: classnflcatlon, codification, tabula-
) tion, statistical mampulatxon, interpretation. .

The analysis plan should show how the data will be treated to
demonstrate the subject’s effectiveness and/or efficiency. By review-
ing the purpose of the evaluation,.you can determine whether you .
need to demonstrate causality, provide a detailed explanation, or -
merely describe the subject. Again, refer to the statements you want
the evaluation to address. The study desian, criteria, and standards: -
should also help you clarify your needs. Have you chosen effective-

ness only? Are you making several compansons'r‘ Ifyou have selected
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an operations research medel, then your analytical procedures may
already be spelled out in the protocol for that model. ‘
Many analytical techniques are available to you. Some are very -
sophisticated and will require expert consultation; others are quite
simple, and they may be adequate for your purposes.

Data can be analyzed statistically or nonstatistically. In the latter,
you do not perform mathematical computiations, but you still can
classify the criteria in various ways and attempt to describe, demon-
strate correlations, explain causality, or predict future outcomes. Sta-
tistical analysis has the same uses, but involves mathematical manipu-
lations. Listed belovs are some of the more commsgn nonstatistical and
statistical analytical techniques used in corrections evaluation: -

e Daoscription Narrative descriptions, frequency
counts, frequency distributions, aver-
ages (means, modes, medians)

¢ Correlation Narrative conclusions about “time-
bound” associations (one  criterion
changes at about the same time as an-
other—increased budgets and in-
creased  crime); rank order; correla-
tions; linear regression

.

o Causality Narrative conclusions about “time-
ordered” -associations (one' criterion
changes’ before the other—decline in

food quality and prison riots); t-test; chi- ‘ A

square

e Prediction “If:then” narrative conclusions about
: future events—if institutionis are closed,
then crime rates will i mcrease, prediction
indices.
Once you have considered your needs and alternatives, you should
be ready to outline the analysis procedures you will use, Briefly, you
should describe how the data will be: .

'Y Classnfled What broad groupings do you plan-—age,
s type of offense, release date? If you use
the input/output approach, you already

have your maJor categories.

o Coded Will the data be pre-coded or'coded after
: : collection? If you are working with large
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amounté of data and wifh computers,

pre- -coded data can'save youmuch time ,

e Tabulated What tables will you have, and’ how
; . many? If you follow the input/output ap-
proach, your tables may already be con-

structed.

e Manipulated . - - What kmd of statistical analyses do you
. plan—computation of effectiveness and
efficiency ratios, tests of significance, fac-

‘tor analyses, etc.?

e Interpreted - Can you anticipate any interpretation at
. this point? Can you set up decision rules

for your options? For example, “If the in-

mates do not show a skill gain of at least

15 pomts, the course will be cancelled.”

The basic procedures for analyzmg your data to determme effec-

tiveness and efficiency were illustrated at the beginning of Phase 1L If -

you have specified decision options, you can identify which criteria
and standards will be used for which options and how the data will be
interpreted. For example, the following Phase I evaluation topic has
been expanded to relate purposes to analysis and action.

To provide the warden with evaluative information on the

performance of the: work-release program by June 6,
1977, in order to:

e Purpose " Decisicn—determine - whether the pro-.
o gram should be continued or modified.
¢ Criteria and Nos. 2,3,4,5,6,and 9 .
standards :
o Analysis ; Data will be classified into input, output

effect, and cost-effectiveness categories,
uncoded, with a simple frequency count,
ratios or percerit of effectiveness and ef-
ficiency, and narrative interpretation,

e Interpretation . Decision rule—continue if effective and
‘ efficient on all three criteria; otherwise,

modify and then re-evaluate.

Af thls point, it may be useful to set up dummy tables wnth hypo- o

thetical data to see if the criteria, standards, measures, and study de-
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sign that you selected will provide you with information useful for de-
cisionmaking. In fact; if you are using your program objectives as your
standard, you can write these in now. The dummy data may stimulate
the administrator to consider what he/she would really do if the pro-
gram were to fall short of its objectives by 2 percent, 5 percent, or 15
percent.
. Figure 6 is an lllustration of Performance Evaluation of a Work-
Release Program, usingreal standards but dummy performance data.
. The dummy data can now be related back to the original purposes
of the evaluation: -

~ Determine whether the program should be continued.
The decision rule is to continue the program if it is effec-
tive and efficient on all three criteria selected—place-
ments, costs, and cost per placement, The dummy data
show that it is efficient (cost per placement is less than
planned) and effective in terms of placements. But itis not
effective in terms of costs. The program is over-spend-
ing. Therefore, the decision would be to modify the pro-

“gram first, thenre-evaluate it t6 see if it should be contin-
ued.

If the results are not useful, or if you are unwilling to select the op
tion after seeing the data, then this is the time to revise the options or
“ the judgment process.

" All of the judament procedures should be set up so that they are

clearly linked to the purposes of the evaluation that were specified in
Phase I,

B. THE DATA PROCESSING STEPS , | .

Once you have established how evaluative judgments are to be

made, you are ready to determine what data will be needed and how

they will be processed.

STEP 5: DEVELOP THE SAMPLING PLAN

5.1 Review your needs (check the study design and
criteria)

5.2 Consider the alternatives: nonprobability vs. proba-
bility samples

5.3 Outline the samphng plan; population, sample de-
sign, sample size.
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TYPE EVALUATION: PERFORMANCE STANDARD: PROGRAM PLAN ANALYSES
EFFECTIVENESS/ N ) .
KO, CRITERIA |MEASURES , DATA MEASURES DAYA EFFICIENCY INTERPRETATION
EFFECTIVENESS. ’ )
Effects .
2. . Placements . [No, approved 140 No, appraved 2125 140, + Excoeding oblectives;
. offenders offenders expectéd T 1% very oftective )
placed In joby to'be placed In jobs
g . 140125 » +15
Outputs N
3 Jobs No; jobs deval- - 185 No. Jabs expecied. 2150 188 + Exceeding objectives;
developed oped fof ap- | 1o be developed 150 10o%, very effective
proved offenders for appraved
olfendars 165-150 = 415
& Employers:  {No, em;;lqurl 205 No, employers ex: 2200 205 | 03 + Masting abjectives
contagted . contacted for job pected 10 be con- 200 103%
tacted for jobs .
: 2052003 +5
Inputs
& Oftendars ~ [No. oifenders §60 No, offsnders sx- 435 4 6% = 413457 {560  123% = Inetfective; too many:
approved approved for pecled to be ap- 457 In program
work-releass proved for work-
reloase. 560-457 = +103
18 Program No, datlars: $269.412 No. dollars £$249,500 269,412 - 108 . Ovénpnndlng;
codts spant on budgated 249,600 108% Ineffective
work-ralease
Q! 269412 .
249.000" +19,912
EFFICIENCY )
Inputs/oflacts
[ Cost par No, dollars No, dollars i : . .
placement ~ jspent $269.412 $1924.37 biidgoted $249,500 . < '51998.00 192437 2% + moaiing objectivas;
No, approved - 140 ! No. approved . 125 1896,00 alficlent; cos) per
Jettanders offenders ex- X placomant fasa than
placed ity pected to be. 182487, 4503 planned
ioba’ placed in Jobs 1996.00

T
v
2 means greater than or equal 1o
€ meany less than.or equal lo
+ means plus of minus

.
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Sampling is the procedure by which you can draw conclusions
about a large body of sub;ecfs (a population) from information that
you gather from only a'few of them (a sample), Sometimes youwill do
a case study. Then you will sample only one element of the total popu-
lation. Sometimes you will look at the entire pépulation, a 100 percent

. sample or a census. Anything in between is a sample. Your study de-

sign will help you identify what needs to be sampled and how precise
you have to be. Experimental designs will requxre more careful sam-
pling than non-experimental designs. ;

Your subjects and criteria will also sug gest your .-.amplmg needs.
For example, if you are assessing probat\on officers’ training needs,
you will probably have to sample probatibn officers.

In choosing a sampling desian, you have a variety of alternatlves.
The major sample forms are listed below:

e Nonprobability {Every -unit does not have an equal
samples chance for selection)
~—Accidental Take whatever units are available
—Quota Take a certain number of each type of
unit to fill quotas
—Purposive - Hand-pick the units to meet your needs
e Probability (Every unit has an equal* chance for se-
samples lection)
—Simple Select each unit at random
random
—Stratified Select a fixed percentage of each type of
random unit at random
—Systematic Select every nth unit
—Cluster Select a subgroup of the population and
sample from that
—Combinations Employ purposive and simple random
samples, cluster and systematic samples,
etc. )

In outlining your sampling plan, vout should -déﬁne‘what is to be
sampled (the inmate population, the parolees, the halfway houses).

Some evaluations may have several populations to be sampled (volun-

‘teers, client records, counseling sessions).

*Actually, some sampling methods employ unequal selection probabilities that
can then be corrected with inverse weights. The precise term to use here
would be:a known nonzero probability rather than equal chance.
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In defining the populatlons, three charc\cterxshcs should be speci:
fied: , ;

e Content  Whatis the.mainarea otinterest——for ex-
e _ample, skills, attitudes, characteristics?

¢ Extent ~ To what extent does the population vary

in terms of geography, age range, profes-
sion, income, offense? *

. @ Time ‘What is the time period bemg sampled—
a point in time, such as December 31,
1975, or an interval, such as January 1,
1975, through Decémber 31, 1975?

- The population should be defined in terms of the characteristics or

_ events to be sampled, For example, if one of the measures is number

of parolees, a sample may be needed to obtain data on their charac-
teristics, such- as age, type of offense, release date, etc.
Next, you should select an appropriate design for each sample, If

you are not going to select a probability sample, merely selectsis many

mernbers as you can of the population being sampled. If you are going

to select a probability sample, you may need help. Any university and -

many consulting firms can supply it quickly and cheaply.

Finally, youneed to select a sample size. Size will depend on sample
design and the degree of precnsxon vou need. Again, you should con-
sult an export

STEP 6: DEVELOP THE DATA
: COLLECTION PLAN
6.1 Review your needs (check the criteria and sampling
standards)
6.2 Consider the alternatives: direct obseivation;, direct
- repofts, records
6.3 Outline the data collection plan (sources, methods
mstruments, frequency, and tlmmg)

The criteria and 'standards constitute lists of items that need to be
collected; the sampling plan defines the sources. The timing specified
in Phasel gives you the frequency and timing for collection of the data.

There are three principal data collection alternatives open to you:

- diréctobservation, direct reports, and records. The first two produce ’

@
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what is sometimes called primary data. In corrections, there are many
primary. sources: inmate interviews, observations of training ses-
sions, classification tests. Records are often called secondary data.
‘The most comimon are statistical reports, special study reports, news-
paper and journal articles, and evaluation reports. The following are
the general data collection procedures available to you:

¢ Direct Observatlon (The observer may be & Dartxcxpant ora
nonparticipant,)

~—Unstructured No predetermmed list of topics to be ob
served
—Structured Specific topics selected for observation

Direct reports

~—Free Respondent - says anything . he/she
association wishes; no set questions
—Usnstructured - Selected topics are explored in depth
interview
—Semi-structured  Open-ended questions
interview :
—Structured Specific questions with a fixed choice of
interview answers
~—Tests Psychological, medical, laboratory, etc.
—[nventories Lists of characteristics, SUppliéé, per-
sonnel, etc.
Records ’ ’ ,
—Statistical Census, labor statistics, birth rates, etc.
—Documents Legal, personal, government, business,

etc.

—Secondary reports Newspapers, research reports, efc.

In outlining your data cellection plan, you should identify the data

- sources (the people, files, documents) and methods (observation, re-

ports, records) that you will use. You should also identify the instru-

ments that will be used (written tests, physical tests, face-to-face in-

terview schedules). Finally, you should define the timing of the data

collection: When will it begin? When will it end? How often will it take
place? .
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STEP 7 DEVELOP THE REPORTING
PLAN
7.1 Review your needs_ (audience, timing, frequency,
purpose)
7.2 "Consider the altematwes oral visual, both
7.3 Outline the reporting plan (medium, format, tnmmg,
style).

How will the data be reported—orally, in writing, or by a;ombina-
tion of these methods? What media will be used: graphs, slides, or
memoranda? How often and when should the data be reported?

A report should be a statement of the findings on the effectiveness
cr efficiency of the subject evaluated. -

To prepare your reporting plan, first review your needs. Who is the
principal audience? What type of report would thai audience prefer?
Soctal scientists might prefer detailed written reports, while admini-
strators, the ptiblic; and politicians might prefer short written or oral
presentations, If there are multiple audiences, you may need multxple
reports.

The purpose of the evaluatlon will gulde you as well, The report
should address the purposes identified in Phase L. If there are decision
options, the report. should mclude recommendations on those op
tions,

The deadline for the evaluation and the frequency of evaluation wiil

" also-guide you, Obviously, the report should be presented before the:

decision deadlines.
There are many ways to present a report. Among the more com-
mon oral and visual approaches are the following:

Oral . Visual

One-on-one Article

Lecturer. Summiary/abstract
Small group : Handout/throwaway
Panel’ : ~© Slides

Conference Flip charts

Mass media’broadcast ~+ Graphs

- Question-and-answer

Once the medium and format are chosen, the style of presentation
should be selerted The style will depend greatly onthe audience ad-
dressed and the media used. One group may prefer a technical pre-
sentation, another may prefer “plain talk,” devoid of jargori. The

i
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timing and frequency of reporting should alsobe determined. Will this
‘be a one-shot report, or a periodic report?-Finally, it is important to
outline some procedures for feedback. The audience should beable to
probe for clarifications as well as comment on the utlhty of the evalu-
ation. :

- C. MANAGEMENT

STEP 8: DEVELOP THE MANAGEMENT
'PLAN

8.1 Review your needs (products, tasks, tlme-ftame or-
ganization, resources)

8.2 Consider the alternatives: organization, resources

‘8,3 Outline the management plan (organization, staff-
ing, tasltmgscher*"‘o bu*’ get, monitoring, andsa,Je_.
vigion).

Once the technical plan i is completed you canput the management
plan together. This plan should outline the tasks to be accomplished,
the schedule for completing those tasks, the staffing and organiza-
tional pattorn, the budget, and the monitoring and supervision stra-
tegy. =

There are many. ways to develop the plan One is to identify your
needs first, compare them with the resources avallaule (or obtain-
able), and then reconcile the difference. For example, you can begin

by identifying the products you need to develop (for example, an -

evaluation design, a pre-test report, a sampling plan, a final report).
Then you canidentify the tasks you need to carry out to develop those
produnts (develop data collection instrurnents, draw a sample, inter-
view parolees); the schedule that must be followed to'complete the
- tasks on time; and the resources you will need to complete each task
(staff, equipmrient, funds). You may also have some administrative re-
quirements to consider, such as coordination among departments,
. control of data, access to inmates, etc.
There are some simple management tools that you can use.* Oneis
a chart that includes the major tasks and products and the schedule.

“*See Appendix B fpr sémples.
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Tasks and Schedule

Tasks o Jan | Feb | Mar

Apr ? May

June

Complete design | _|.°
Complete ‘
instruments o
. Draw sample ‘ -
.- Train: interviewers -
. Collect data

. Analyze data
. ‘Prepare report

* = product

Another is a chart for estimating the personnel requirements for
each task—brokefi down by type of skill and number of workdays,
with the scheduled completion day for each task given.

' . Estimatebf‘Persondays' Required

TasAks

Day . o
Due Admin. Eval. Stat. Sec. Total
1. Complete
design 16 -2 7 1 1 11
2. Complete : ‘ ' ' :
instruments - 35 , 10 2..4 167
3. Draw sample ~ 40 2 3 1 6 -
4. Train e \ : : '
interviewers 40 E 2 2 4
5. Collect data 90 ‘ 10 ) 5. 18
6. Analyze data 90 1 9 38 4 17
7. Prepare report 100 2 5 1 4 12 
Total 100 5 .45 10 21 81
Direct labor costs S
x dally rate $94 $67 $60 $39. :
Personnel $471 .$3015 $819 - $4305
Consultant $600 $ 600
Total fabor ' $4905
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- A third toolis a sxmpxc budget format you can also use to eshmate
other resource requirements and the total estimated cost of ‘the
evaluation, :

Project Resource Requirements

’/

~Iltem o $ Description

Personnel 4,305 Administrator, in-house evaluator
secretary (71 days total)

Fringe benefits 431

(10%)

Consultants. 600 Statistical consultant (10 days)
Supplies/ ' ‘

materials 100 = Office supplies, interview forms

Equipment ~— ' No additional equipment needed
Facilities/space — 'No additional equipment needed
_Postage/freight _ —._ None Ty
Reproduction = - 50  Copies of inteiview instruments
Telephone 50 Call3 to consultant

Travel 80 Ccn\ ultant travel

Per diem 40 Conslitant per diem
Misceilaneous 100 Cd‘ﬁtingency

Total 5,756 Total direct costs, no overhead
' . _tharges

When it comes to resources, the principal ones to consider are
funds and staff. You probably already know how much money you
have in your regular budget for evaluation. If additional funds are
required, you may get them from discretionary budgets, special funds,
grants, contracts, and so forth. o

Staff can come from inside or outside your.agency, Stuart Adams
identified four alternatives for staffing evaluation efforts.* The advan-
tages and ‘disadvaritages of each are summarized here.

*Qp. cif;, pp. 29-33; Also see Weidman, op. cit., pp. 33-39,
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Advantages

Usually does best work ;

Staff familiar with program

Readily available and
accessible

Follow-up of evaluation
possible

Advantages ,
Highly trained and skilled
Readily available

, In-Hdi:se Research Staff

Disadvantages

* May lose objectivity

Difficult to attract and retain
qualified staff

Costly to maintain permanent

ostaff -

University Faculty

Disadvantages

May be inflexible, tughly
theoretical, impractical

Limited time available

Lack of interest :

Use of incomprehensible
jargon

Private For-Profit Research Firms

Advantages

Strong in technique and
- methodology

Interested in client’s programs

Businesslike

Concern for doing work thrt:
the client will judge |/

~ ‘satisfactory '

Djsadvantages

Weak in correctional knowl-
edge and theory

Naive about agency’s
objectives and procedures

Some overly concerned about
making profit

Often use incomprehensible
jargon

Private Non-Proflt Research Firms

Advantages

Usually strong in correctional
knowledge and experience

‘Committed to advancmg the
field

Wll‘lmg to do pioneering work -

Other sdurces of personnel include State Planning Agenci'e‘s,, ;
_ volunteers, college students lecking for thesis topics, and corrections -

Dnsadvantages
Evaluation staff not usually
specialists

~ Limited number of firms

Usually small ir: size
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staff and chents Some researchers have suggested usmg guards and
inmates to collect data.

Once you have considered the alternatwes, you should be ready to
outline your management plan;

1. Specify the organizational structure, staffing, roles, and rela-

tionships.. This involves. assigning tasks to individuals, clarifying
decision authority and reporting relationships, and-describing what
each individual will do and whom he/she will work with.

2. Complete the tasking and-scheduling. This can be done by
revising the chart you have already developed.

3. Complete your budget Agaln you can simply revise your draft
budget.

4, Outline your monitoring and supetvisory system The organiza-
tional structure, staffing pattern, tasking, schedule, and budget may
be enough for a simple management information system. You can use
these plans to monitor the performance of the evaluation.

IV. PHASE III: CONDUCTING AND MANAGING
THE EVALUATION

 The third and last phase of an evaluation process is the
implementation of the evaluation design and the production of the
results. Phase lil consists of five steps: 1) making staff assignments for
the ‘evaluation; 2) developing the "evaluation and management
procedures; 3) pre-testing and revising the evaluation procedures; 4)
collecting and analyzing the data and reporting the results; and 5)

developing strategies for using the evaluation findings. Ideally, the.

~product of this phase will be information that fits precisely the purpose
that you ldentlfxed in Phase L

STEP 1: MAKE STAFF ASSIGNMENTS
" FOR THE EVALUATION

- Qnce you have the go-ahead on your proposed methodology, you
can begin, Formalizing the staff assignments is often afirst step, Since
you have already developed your organizational plan, staffing pattern,
and so forth, you should’be ready to go. If you will be using new staff,
you should allow time for their recruitment, selection; and training.
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STEP' 2: DEVELOP ‘Tri \/ALUAT'I'ON '
AND MANAGEMENT PROCEDURES
2.1 Review . your needs (from Phase II: measurement
sampling, data collection; data analysxs, reporting,
mahagement procedures) +
22 Consider the- alternatives: develdp them yourself
’ ‘consult experts :
2.3 Develop the procedures.

B

Unless you have a very simple evaluation methodology, you will
probably have to develop some data collection instruments, computer

. processing instruments, and so forth. There are many standard texts -
" that deal with these subjects and qulte a few experts whom you can

consult. if you need help.
Here are some of the procedures you may need to develop or have
d;r)\)elﬁped~ . . . ; el i

e Measurement Operational deﬁnifio‘ns of the .measure
: ~w(how to define contacts, visits, direct
costs, recidivism); construction of
measures (averages of inmate days,
measures cf skill gain); instructions (how
to * derive dropout rates ' from' other
measures) :

e Sampling * Operational = definitions = of the
Co populations to be sampled (how to define

the inmate population, the  halfway.

houses to be sampled); procedures for
calculating sarnple sizes, sampling error,:
confidence limits; = procedures ~for -
drawing the sample (list the names of all*

. participants, assign numbers, select a
number from a random number table)

e Data coll’ecﬁonf Construction of the instruments .

(interview schedules, tests, ques-
" tionnaires); instructions to interviewers;
training  procedures - for mtervxewers,
forms for recording data
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o Data analysis

o Data reporting

e Management

Instructions for classifying data (group
the inmates by five-year age groups)‘;
coding instructions (code " as 1,
“No” as 2); tabulation mstructxons
(cross-tab variables 2 and 5); statistical
procedures (regression, chisquare). If
you are planning to.use computers, you
may also have to develop programs, as
well as key punch, editing, sorting, or
other processing instructions

Report forms, reporting instructions,
printout formats

" Detailed budgets, schedules, job de-

scriptions, personnel records, financial
reports, staff -communication pro-
cedures. '

Once you have listed your needs, youwill be in a better position to
determine whether you and your staff can develop the procedures or
you will need outside help. This may be an appropriate time to review
your tasking and scheduling. Now that you have a more detailed view
of the technical and managerial needs, you may want to revise your
management plan to provide yourself with the level and type of

assistance you need.

tests

STEP 3. PRE—TEST AND REVISE
THE EVALUATION PROCEDURES
3.1 Review your needs (tlme, r.esources, staff,
- methodology)
3.2 Consider the alternatives: rewew, simulation, fxeld

" 3.3 Implement the pre-test (select the procedure,
conduct the test, refine the evaluation).

T the evaluation procedure is simple, you may not need to pre-test.
. To decide whether and what type of test you need, consider four

- factors:

o Time ;md

regsources:

available

o

Where you have little time and few

resources for evaluation, you would

probably settle for limited procedures.
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e Complexity of the The greater the complexity . and
procedures sophistication * of the  evaluation
procedures, the greater the need for-a
careful test, so thatyou canwork outany -
problems before the field work begins.

e Significance of The more important evaluations shotild
the evaluation - becarefully tested to make sure that the
information desired will be produced.

@ Skills of the staff  If you have any doubts about the skills of - -
your staff, or if you have a newly trained
staff, a pre-test is a good opportunity to
give them some practical experience.

Once you have - identified your needs, you:-:should select an
appropriate testing procedure. Three common approaches are:

e Review . Involve experts, typical subjects, or some
of the target audience ir: examining the
evaluation design: and procedures. Do
they appear to them to be on target,
understandable, practical?

e Simulation - ~ This could be done by role playing or by

manufacturmg hypothetical data to test
procedures. ' ‘ ~
o Field test " This would involve a pxlot run of the data

collection, analysis, and reporting
procedures, conducted at a site similar to
the one where the evaluation will be
implemented.

Once you have selected your approach and conducted the test, the
results cah be used to revise the topic, the methodology, ‘the pro-
cedures, or any other part of the evaluatlon

STEP 4: COLLECT AND ANALYZE
THE DATA, AND REPORT '
- THE RESULTS , «
4 1 Implement the evaluation plan (draw the sample,
collect the data, analyze the data, report the findings)
4.2: Identify and solve problems. :
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~You are now ready to implement your evaluation procedures.
Implementation involves:
e Drawing the sample
e Collecting the data
e Analyzing the data
‘ o Reporting the results.

Your principal concerns at this point are to follow the evaluation
plan and procedures that you have refined and to solve any problems
that might arise, Here are some typical problems that have been
encountered in‘corrections evaluation:* '

. lmer,a,,ctionbf Evaluation and Program Operations

Sometimes the evaluation fnterferes with program operations—for
example, when an inmate survey causes delays in work schedules or
leads to grumbling and unrest. At other times it is the reverse—that i is,
the program operations interfere with the evaluation—such as when
inmate work schedules interfere with interviews.

e Discrepancies Between Planned and Actual Program
Activities

Somietimes the subject to be evaluated does not operate as
planned. For example, the couriseling services are not provided; the
recreational schedules are not followed; the planned probation visits
do not take place; the drievance procedures are changed; or the
training program is delayed. A common problem in confrelied
experiments is ‘contamination, where a control group that is not
supposed to get an experimental program is allowed to participate
because “it would be unfair to deny them the opportunity.”

# Changes in the Needs of Administrators

Sometimes an’ administrator changes his/her mind about an
~ evaluation, either because of second thoughts, a shift in priorities, or a
declining need- for the information. Organizational and personne!
changes can also affect the evaluation—for example, when the
warden who wanted the evaluation is replaced by one who has other
needs and interests.

e Technical Difficulties

Finally, there are the"nsioblems of unavaﬂable data, incomplete.

samples, errors in data:@silection, bugs in the computer program
coding problems, and so forth. : '

*For a more detailed discussion, see Weidman, op. cit;; pp. 13-16, 26-30.
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Typical solutions to ‘these problems usual’ly mvolve serious
management decisions: - i

o lnterventlon by the Evaluator

‘The evaluator might step in to straighten outa program that is not .
operatmg as planned or advise the program staff on how to performso
that the evaluation is not jeopardized. To do this successfully, the
evaluator’s authority for program operations must be clearly specified
and understood by all.

e Intervention by the Administrator . _

The administrator might assume this role, taking a firm hand in
conducting the operation of the subject being evaluated.

® Modification of the Evaluation Design

This could involve one or several parts of the design—modification
of the data collection procedures, alternation of the study design,
changes in the timetable, and so forth. Usually, achange in one part of
the design will have implications for all other parts.

e Termination of the Evaluation

This is a radical step, but if the evaluation is no longer able to
produce valid and reliable information, it may be prudent to halt, and
re-invest the resources in something more productive.

. Contmuatlon with No Changes

This can be equally radical, if the evaluation has been compromlsed
significantly. But the administrator and evaluator may feel that some
information will be better than none and decide to continue.

: STEP 5: DEVELOP STRATEGIES .
FOR USING THE EVALUATION FINDINGS

5.1 Review the evaluation: fmdmgs(prxmary report other
literature)

~ *5.2 Evaluate the evaluation (did it meet its .cb)ectwes,
was it efficient?)

5.3 Develop action strategies (take no act\on, dls
seminate results, make recommendations, develop
new programs, modify existing prograrns, terminate
programs, investigate further). ,
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Evaluation findings should be reviewed from the perspective of the
decision options {or evaluation purposes) identified in Phase 1.
In reviewing the evaluation report, both the evaluator and the

administrator should anticipate that they might encounter some

unexpected or undesirable findings. These must be dealt with
alongside the expected and desired findings. Also, other literature
should be reviewed as a matter of routine to supplement the findings
of the primary reports. In‘fact, evaluators should set up information
accumnulation and screening systems that would provide.admin-
istrators with summaries of relevant research and evaluation findings.

You should also evaluate the evaluation. Both the evaluator and the
administrator should assess the utility of the evaluation. Did it meet
the objective stated? Was it conducted efficiently—that is, on time and
within the budget planned? Are the results useful? Adams noted that
“Researchers and funders of research in corrections often complain
that research products are not used by correctional administrators
and their staffs,”* There are some good reasons for this:

o The recommendations are not acceptable to the admmlstrator
* @ The staff does not agree with the findings.

e The criteria and standards are unacceptable.

e The subject matter is irrelevant.

e The findings are riot useful.

e The recommendations are not feasible.

o The findings are inconclusive.

o The findings are incomprehensible.

Most of these constraints to.use of the evaluation canbe overcome
by following the evaluation guidelines that have been presented. The
problems reflect a lack of communication between the evaluator and
_ the user, If the target audience is identified and involved in specifying
the topic, developing the evaluation plan, and implementing the
evaluation, there is every reason to believe that the results will be
useful. But even that cannot be left to chance. Once the results are in
and reviewed, you must evaluate the evaluation to determine whether
any changes in its topic, design, or conduct must be made in the
future. Finally, you need to outline some action strategles for using the
findings, o

You should begin by relating the fmdmgs to the original purpose of
the evaluation. Now that you have the data, are the options still

‘*Weid_man, op. cit.; p, 34, See also pp. 31-32.
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workable? Should they be modified or dropped? Should new options
be added? '

Next, you can identify the courses of action vopen to you and some
strategies for using the evaluation results:

OPTIONS : STRATEGIES

o Disseminate the Disseminate to the target audience as
findings planned

Send summaries to key figures in the
legislature, SPA, LEAA, etc.

Telephone the press

Present to a professional .journal or
convention ‘

Incorporate into agency literature
Integrate into staff training courses
Distribute reports to similar agencies

o Recomniend Make recommendations to the target
action audierice as planned

Identify other key actors who might take
action and make recommendations—the
governor, the parole board
Recommend action to a constituency or
interest gréup; such as the ACA,
community groups

e Take action Review the action options identified and
: select one as planned
Feed the results. into planning by
. involving the evaluator in planning
sessions. ; ’
Feed the results into program . de-
velopment by organizing an advisory
group or task force to recommend anew
program approach

Propose budget, increases using the
evaluation as backup; take the evaluator
to the budget hearings

Modify the subject evaluated
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Terminate the program

Begin action to evaluate the subject in
more detail. '

With. the selection of decision options and action strategies, the
evaluation process completes its cycle by feeding information and
judgments into management to help administrators make decisions
about program planning and operations. If the results are yseful, one
of those decisions may be to conduct another evaluatign—and you :
begin again with Phase . ;
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APPENDIX A
SUMMARY OF THE STEPS
IN THE EVALUATION PROCESS




PHASE I: SELECTING THE EVALUATION TOPIC

STEP 1: Identify the Evaluation Priorities . — -~

1.1 Identify your evaluation mterests-consxder(and fist questions .

to be answered, hypotheses to be tested, judgments and
_decisions to be made, program goals and objectwes, problem
“areas, major issues

1.2 ‘Rank order these interests-according to their utility—consider
utility for management, public relations, at,countablhty, rep-
utation -

1.3 Negotiate ¢onsensus on the order of- rankmg {priorities)

- STEP 2: Clarify the Evaluation Subject
2.1 Review the relevant literature, documents, records
2.2 Identify the abject, person, or event to be evaluated
2.3 Determine the number of subjects to be evaluated
2.4 Identify any features to be given special emphasis
25 Identlfy the type of evaluation to be condu‘_ted need, design,
performance, impact

STEP 3: Clarify the Objectives of the Suijct

STEP 4: Specify the Objective of the Evaluation

4.1 ldentify the target audience of the evaluation

4.2 Define the purpose of the evaluation in relation to the target

“audience: information, judgment, decisionmaking

4.3 Specify the decisions and the decision options the evaluation
should address ~

4.4 Determine the deadlme(s) for the evaluation and th(’ frequency
of conducting g \f

STEP 5: Ascertam the Feasibility of the Evaluatnon
5.1 Determine whether the evaluation can be conducted
o Identify any technical problems that might make the
evaluation impossible: lack of d;ita no ob]ectlves no way to
measure impact ;
e Estimate the resources pote'ii ially available and compare

those with what might be requn’ed or defermine what could
-be done with the available resources of staff ‘money, time,

and equipment
5.2 Determine the probabnhty that the results wxll be used

e Identify the internal and external cons traints that might

inhibit the use of the evaluation resulto o
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¢ Idenitify the positivé internal and external factors that might
support use of the evaluation rqults
5.3 Revise the subject or objective, if necessary

PHASE ll DEVELOPING THE EVALUATION PLAN

A THE JUDGMENT STEPS

STEP 1: Select the Study Design

1.1 Review your evaluation needs (check the purpose, audience,
timing, constraints)

1.2 Consider the alternatives: experimental vs. non-experimental
designs

1.3 Select a design

STEP 2: Select the Evaluation Criteria

2.1 Review your needs (check purpose, decision options, program
objectives, emphasis, and constraints) b

2.2 Consider the alternatives: effectlveness or eff1c1ency or both

2.3 Select the criteria -

2.4 Assign weights (unweighted, ranked, scores) .

2.5 Select the measures (counts, rates; ratios, proportions,
percentages, indexes, formulas) '

STEP 3: Select the Evaluatlon,Standardé

3.1 Reviewyour needs (see the type of evaluation and stixdy design) -

3.2 Consider the alternatives: need, demarid, plan, past per-
-~ formance, similar suibjects, control groups, reqmrements pro-
fessional standards, optimal model
3.3 Select the standards :
3.4 Assign weights
3 5 Se,ect ‘the measures

: STEP 4: Develop the Analysns Plan
4.1 Review your needs (review the purpose, study: de51gn, criteria,
and standards)
4.2 Consider the alternatives: statistical or nonstatistical
4.3 Outline the plan: classification, codification, tabulatxon sta-
tistical manipulation, interpretation '

B. THE DATA FROCESSING STEPS .

STEP 5: Develop the Samplmg Plan
5 1 Revxew your needs. {(check the study desxgn and cntena)
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5.2 Consider the alternatnves nonprobablhty vs. probablhty
samples

5.3 OQutline the sampling plan: populatlon, sample desxgn, sample,

size

STEP 6: Develop the Data Collection Plan
6.1 Review your needs (check the criteriaand sampling standards)

6.2 Consider the alternatives: dlrect observatlon direct reports, ‘

records

6.3 Outline the data collection plan (sources, methods mstru-v

ments, frequency, and timing}

STEP 7 Deveiop the Reporting Plan

7.1 Review yeur needs (audience, timing, frequency, purpose)

7.2 Consider the alternatives: oral, visual, hoth

7.3 Outline the reporting plan (medium, format, timing, style)

C. MANAGEMENT

STEP 8: Develop the Management Plan

8.1 Review your needs (products, tasks, time-frame orgamzatlon
resources)

8.2 Consider the alternatives: organization, resources

8.3 Qutline the management plan (organization, staffing, tasking
schedule‘,_budget, monitoring, and supervision) :

iy ,

PHASE Ill: CONDUCTING AND MANAGING THE
EVALUATION. |

STEP 1: Make Staff Assignments for the Evaluation

STEP 2: Develop the Evaluation and Management Pro- k

cedures

2.1 Review your needs (from Phase II: measurement samplmg, ;

data. collection, data analysis, reporting, managerfent
procedures)

2.2 Consider the alternatives: develop them yourself, consult ;

experts
2.3 Develop the procedures

STEP 3: Pre-test and Revise the Evaluatlon Procedure':
3.1 Review your needs. (time, resources, staff, methodology)
3.2 Consider the alternatives: review, simulation field tests
'3.3 Implement the pre-test (select the procedure conduct the test,
 refine the evaluatlon) : =




STEP 4: Collect and Analyze the Data, and Report the
Results

4.1 Implement the Evaluation Plan (draw the sample, collect the
data, analyze the data, report the findings}

4.2 Identify and solve problems

STEP 5: Develop Strategies for Usmg the Evaluation
Findings

5.1 Review the evaluation findings (pnmary report, other hterature)

5.2 Evaluate the evaluation (Did it meet its objectives? Was it
efficient?) ’

5.3 Develop action strategies (take no action, disseminate results,
make recommendations, develop new programs, modify
existing programs, terminate programs, investigate further)
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WORKSHEETS




‘ B-1- S :
WORKSHEET FOR SUMMARIZING:
THE EVALUATION PLAN

PHASE i: SELECTING THE EVALUATION TOPIC

1.

2.
3.
4

5.

: Decisions/Opiiohs

Priorities .

Subject and Type of Evaluation
Subject Objectives

Evaluation Objective

Target Audience
Purpose

Deadliive/Frequency

Feasibility

PHASE li: DEVELOPING THE EVALUATION PLAN

NG RGN

Study Design

Criteria:

Standards

Analysis Plan

Sampling Plan
Data Collection Pian

Reporting Plan

Management Plan

Tasks

Schedule

Cost .

PHASE lll: CONDUCTING AND MANAGING
THE EVALUATION |

,S":“.‘*’!\’:"

Eva|uat|on Staff

Evaluation and Management Procedures
Pre-test and Revision -

Collection; Analysis, and Reporting

Use of Findings’

Evaluation of the Evaluation
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B2
WORKSHEET FOR PHASE i:

SELECTING THE EVALUATION TOPIC

- SUMMARY: To provide:
by — . __inorderto

PRIORITY NO.

with evaluative information on

AREAS OF

TYPE

SUBJECT EMPHASIS EVAL. | OBJECTIVES
.

RPN T

o T et ey e,



DECISIONS

OPTIONS

TARGET
AUDIENCE

. DUE
DATE

i

[

i
I

69 -




B-3

WORKSHEET FOR PHASE II:

DEVELOPING THE EVALUATION PLAN

CRITERIA

MEASURES

SAMPLE/DATA




SOURCE

DATA

ANALYSIS

T TRR TR T R S L RO T ST v
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B-4

DAYS/‘WEE‘K-S'/ MONTHS

TASKS AND SCHEDULE WORKSHEET

TIME LINE

TIME

| TAsks™
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' B-5

DUE
BY

TASKS AND S"I'AFF,ING,}WORKSHEET

* ESTIMATE OF PERSONDAYS/

Il
|
&

 TASKS DAY

Y

R
il

B

TR
L=

~ TOTALS

~ DIRECT LABOR COSTS
$COST =~ X TIME
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HOURS REQUIRED
' ‘TOTALS '_
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¢
&
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B6

BUDGET WORKSHEET

ITEM

Direct Lab?f*@osts

Fringe Benefits "

- .Consultanis

| Suppliéé/materﬁalé i

- Equipment’

, Facilities{space

Postage

Reproduction

“relephone

- Travel

Per diem -

Miscellaneous

~ chér

i
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