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FOREWORD

Educators have often been criticized for viewing their role merely as dispensers of knowledge
ana for showing a lack of concern with the application of this knowledge to their students' future
lives. However, the general public has begun le accept the idea that the educational system has a

responsibility to assist all individuals in making arderIV traisitions'to the world of work. Addition-
ally, during the last decade, a number of innovative activities, projects, and programshave been
developed at the federal, state, and local level in which personnel are attempting to link education
and work. Among these programs and projects are the following examples: career education,
Experience-Based Career Education (EBCE), Part D exemplary projects and other projects in voca-
tional education, 1 itle IV-C of the Elementary and Secondary Education Act (ESEA), Fund for the
Improvement of Post Secondary Education (FIPSE), and Title I and III of the Comprehensive Em-
ployment and Training Act (CETA).

Personnel associated with education and work programs are becoming increasingly aware of
the need for information related to accountaWity and needed improvements. Many reportssome
informal, some in the literatureindicate a wide and exciting variety of approaches to evaluating
programs that link education.and work. However, the need exists for practitioners to become
acquainted with evaluation ideas and materials available for particular situations.

Recognizing these trends, the Education and Work Group of the National Institute of Educa-
tion (NIE) contracted with the National Center for Research in Vocational Educe Von (NCRVE) to
develop the Career,' Education Measurement Series. The series includes five comprehensive "user
oriented" handbooks intended to help local education personnel in measurement and evaluation.
The liandbooks in the series are:

Assessir, Experiential Learniog in Career Education

Career Education Measures. A Compendium of Evaluation Instruments

Improving the Accountability of Career Education Programs: Evaluation Guidelines and
Checklists

A Guide for Ifproving Locally Developed Career Education Measures

Using Systematic Observation Techniques in Evaluating Career Education

This handbook, "Improving the Accountability of Career Education Programs: Evaluation
Guidelines and Checklists," is designed to help practiVoners plan, 'mplement, and use the results
from evaluation to make career education programs more accountable. The handbook provides
checklists for reviewing your own evaluation plans, instruments, and reports.

The Center is particularly indebted to Dr. Kay A. Adams, Evaluation Specialist, and Dr. Jerry
P. Walker, Associate Director for Ev.iluation, who prepared this document. Special recognition
should be given to Dr. N. L. Mc Casiin, Project Director, for reviewing versions of the manuscript
during development and for coordinating user trials. Thanks are extended to Michael Neuman for
his excellent editorial review.



A spik.ial note of thanks is extended to Dr. Ronald BucknamiVho originally conceived this
handbook series and cornimsed his involvement through their development as Project Officer for
the National Institute of Ed,ication. Valuable advice in the design and scope of the handbook series
was received from an adyiliont committee composed of Dr. Robert Ebel, Michigan State University;
Dr. Margaret Ferqueron;State Direct of Career Education in Florida; and Mi. Deede Sharpe, Georgia
Department of Education.

In an attempt to make this handbook truly "user oriented," credit is giver; to those career edu-
cation practitioners who participated in the user trials prior to publication. Their valuable assistance
has greatly enhanced the utility of this handbook. These individuals included: Mrs. Irma Adair,
Principal in Arizona; Sister Annene Siebenmorgen, Principal in Arizona; Mrs. Olive W. Thomas, Career
Education Coordinator in Florida; Mrs. Barbara C. Battle, Proiroct Coordinator in Illinois;,Mrs Mexine
Thompson, Csreer Education Coordinator in Illinois; Dr. Edward Fernandez, Director pf Secondary
Curriculum in New Mexico: Mrs. Kolene F. Granger, School Counselor in Utah; Dr. M. Larry Petersen,
Director of Vocational anc Career Education in Utah; Mr. Raymond A. Lambert, Housemaster in
Vermont; Mr. Herbert F. Shipman, Director of Career Educattan in Vermont Ms. Ginny Zahner.
Career Education Teacher in Vermont Walter Faulkner, Career Education Consultant in VermLlic
Donna 'C. Martin, State Director of Career Education in Illinois; Emil R. Mackey, State Director of
Career Education in Arkansas; and Dr. Stanley Leavitt, Supervisor in Utah.

Finally, a special note of appreciation is given to Ms. Marlene Unton, Ms. De Roof, and Ms.
Kathy Kush who typed the manuscript of this publication.

Robert E. Taylor
Executive Director
The National Center for Research in

Vocational Education
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INTRODUCTION

Ginny Gonzales is a career education project director in the Central City School District. Her
project is a community-based effort to introduce students to careers through on-the-job career ex-
pioration. The project is nine months under way in a twelve month contract. The project may be
funded for another year if it appears to be successful, but the majority of the members on the local
board are skeptical about the project. They are cencerned that the project may be too expensive
and take too much time away from learning the basics. As a project director, Ginny needs some
convincing information about the impact the project is having an the students. Ginny believes in
the project. Many of the students have enormous potential and creativity. They artmore interested
in learning and career planning than they have ever been before. Ginny believes tf.e project is having
impact.

But Ginny is also very busy. Stet simply has not had much time to think about evaluating the
project. Her priorities have been elsewheregetting the project started, solving problems, linking up
work experience for the students, arid so on. To Ginny, evaluation is something ot a frill. Yet at the

her effort could be wassame time, she is ve Ginn rues had some
training in evaluatio and research but doesn't feel she has the skills to devel "first rate" evalua-

ware that in three months all y

tion/ Ginny also realizes-sbat even the highest quality evaluation might not be believed by the board
if it is conducted by staff to the project because internal staff might be perceived as having
vested interests.

Time is short. Resoucei far from pleritiful. After juggling the constraints, Ginny decides
that it would be beneficial to Ire an independent expert to do the evaluation. Yet because of time

tackle the aluation herself. She has in her files two evaluation instruments from other career edu-
and dollar ivniltations, it beccimes impossible to locate someone to do the job. So Ginny oecides to

cation progitms which ask qiiestions such as "How do you like the program?" from 1 I. not at all
to 5 .n extrynel well; "Hose.much do you feel you learned?" from 1 is very little to 5 S. very much;
etc. Ginny comJnes some of the items into en° instrument and asks a member of the project staff
to critique it.

The revised instrument is administered to students in the twelfth month of the project. The
results are positive, and Ginny presents them to`the school board. But the project is not funded.
Although the results were positive, the board did not really believe them. They had too many ques-
tions about the program which were not answered through the evaluation.

The evaluation of Ginny's career education project was weak in several respects. For example:

Ginny did not start thinking about evaluation until ttat ninth month of a twelve month
project. This left little time to plan and use resources wisely.

The evaluation did not address questions that the audience for the evaluationthe school
boardwere most interested in finding answers to.

The evaluation was viewed as protecting self-interests and not being an objective view
of the project's impact.

lei



The evaluation results were subjectivestudents' opinions about what they learned and
how they liked els programrather than measurement of actual skill, knowledge, or
attitudilal attainments.

No comparative information through devices such as pre-post testing was collected to
determine if the program had tually chinpici student's knowledge, skills, or attitudes
about careers.

The potential reality of thoo boards' negative attitude toward facilitating career exploration.
for disadvantaged students vj e.f not conskiered in designing the evaluation.

The project director who reported the results to the board was perceived as biased, so the
board mistrusted the results even more.

This scenario illumates some of the way% inadequate evaluations can cause projects like Ginny's
to fail. As an administrator of career education, vou may be asked to justify the use of funds for
programs under your jurisdiction. To justity your program, you need "credible" evaluative informa-
tion about the effectiveness of the program. To Obtain this information, you may employ the services
of a specialist in evaluation research, 1.16+3 sonieone internal to your project staff, or conduct the evalu-
ation yourself. Whatever the mode, the results of your evaluations, like Ginny's, may be considered
ine.dequate for one or more ot the following reasons,

The evaluation is viewed as being off-base because:

the wrong questions were asked

trivial outcomes were m ured

the evaluation failed to measure the real outcomes

The person who conducts the evaluation is viewed as:

having vested interests

lacking evaluation expertise

lacking familiarity with career education

being an "ivory tovver" researcher who lacks common sense

The evaluation results are not believed hecause:'

the data are highly subjective

no comparative information is collected to determit if the program has truly made a
difference

the eve.luation methods ere weak (e.g., faulty research design, biased sampling, invalid
instruments, or inappropriate data analysis)

2
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The evaluation results are not wed btyacause:

they are communicated poorly or not at all

they are not believed

they aren't usetul

they clash with political realities

they are wordy and highly technical

Organization ot This Handbook
VORMIMINMENIfr ,a1

a

This handbook is divided into thirteen units. Eac unit is written to stand alone. The units
are organized into a logical sequence from planning and implementing to using evaluations. However,
the handbook is designed to allow you to skim, skip, or study units acccirding to your interests, knowl-
edge level, and needs. You are encouraged to use the handbook flexibly.

Objectives

6
This handbook is designed to show how improved evaluation can help make career education

programs like Ginny's fare better in tests of accountability. This handbook focuses on the adminls-
trator's role in improving the quality and usefulness of career education evaluations. Specifically,
administrators will improve their skills in:

1. defining their responsibil ties in evaluation activities

2. selecting and using evaluation services in a cost-effective and mutually satisfactory mariner

3. judging the quality of evaluation d igns, instruments, and results

4. assuring that the evaluation will provide information which is believable, relevant, and
understandable to key audiences

5. communicating the reaults of the evaluation to different audiences (e.g., school boards,
parents, legislators, etc.)

using evaluation rmults for making decision:

3



This handbook is desi nod for local and state directors of prorams th; link education and work.
Since these programs vary in size and funding level, administrators nvolvernent in evaluation of the
programs also varies. Some administrators manage programs with differentiated taffingrid can plan
to use external evaluation services. Other administrators, like Ginny Gonzales, work under severe
restrictions. Regardleu of the size and funding level of your program, this handbook will helik you,
in administering the planning, implementation, and use of evaluation studies.

araltiation Profile I

The handbook is organized arouild an Evaluation Profile. The profile summarizes some critical
ingredients for planning, implementing, communicaling, end iising the results from evaluations of
career education programs. It highlights evaluation issueithat require your direction, input, or unc-
tion. The profile contains the major questions that administrators might ask but is not a coMplete
list." Hopefully, it will trigger additional thoughts and issues for you.'

The profile is designed to help you:

-think through your role in the evaluation process

identify potential weak spots in your evaluation plans

become familiar With evaluation issues you may 'not have considered

gain an overview of the contents of the handbook

decide which sections of the handbook you should study in depth, read casually, or skim

Instructions for Compiating the Evaluation 'Irofile

In the left hand column, rate your current compatanca to fully answer each of the questions con-
cerning the evaluation of a career education program by darkening the appropriate circle. Unit numbers
in the right hand column provide the key to the "dictionary" marking of theunits throughout tha handbook.

Example-

CURRENT COMPETENCY EVALUATION QUESTIONS UNIT

0

0
None

0 0 0
0 0

Moderate High

1.

.2.

Purpose. What types of
evaluation are needed?

Audience. Who should the
"evan serve?

0 1 2 3 4

4
13
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CURRENT COMPETENCY

0

0

o

o

0

o

0

0

0

0

0

o

0 0 ,0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

0 0 0

EVALUATION QUESTIONS UNIT

0 1. balm& What types of evaluation are
needed?

0 2. Audience. Who should the evaluation

0 3, Questa% What specific questions
should the evaluation answer?

0 4. process. How will the evaluation be
accomplished?

0 5. Staff. What type of evaluation services,
if any, should be used?

0 6. Responsibility/Authority. What are the
respective roles and responsibilities of
Orogram staff and evaluators?

Uniqueness; What unique futures of career
education influence its evaluation?

0 8. Planning ards. What are the character-
istics nf a "good" evaluation plan?

0 9. Instrument Stancli.L..4 What arethe charac-
teristics of a "good" evaluation instrument?

0 10. Politics. What political factors might
affect use of the evaluation results?

0 11. Report tandards, What are the charac-
teristics of a "good" evaluation report?

0 12. Dissemination. What techniques will be
used to disseminate the findings?

0 13. UN, How will the evaluation findings
be turned into action?

HighNone Moderate
0 1 2 3 4

5



The remaindee of the handbook is divided into units that are keyed to each item on the profile.
The large numbers in the right hand margins identify all the pages of a unit. These units are organ-

, ized around checklists for aseees;ng in more detail the different aspects of your evaluation plan, in-
struments, and reiort4 In each unit the checklist items are elaborated throulh:

short explanatory readings

examples to illustrate key concepts

practice exercises to help you apply ti e information to your own setting

guidelines for improving your evaluatiun

suggested readings for further information

Each unit is written to stand alone. You may choose to read only those units which interest
you the most or about which you have the least knowledge. The following chart provides a brief
description of the contents of each uni, and its location in the handbook.

UNIT

1. Purpose

Audience

Questions

. Process

CONTENTS PAGE

This unit discusses the need for evaluation and the
pros and cons of using different types of evaluation
objectives based, goal free, audience Weed, cost
effective, descriptive, and different combinations
of these and other types.

This unit stresses the importance of working with
people and designing evaluations around specific
individuals' information needs. Guidelines for in-
volving different audiences in the evaluation process
are presented.

This unit provides mini checklists of questions
about career education programs and their out-
comes that could be answered through evaluation.

This unit will help you manage the evaluation process
through specifying tasks, scheduling time lines,
describing products, and identifying critical de-
cision points.

9

33

37

47

5. Staff This section offers advice on using evaluation
services within limited resources. 53

(continued on next page)
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UNIT CONTENTS (continued) PAGE

Responsibility/
Authority

Uniqueness

Planning
Standards

Instrument
Standards

10. Politics

11. Report
Standards

12. Dissemination

13. Use

This section will help you decide which evaluation
activities require your leadership, which require
your support, and which should be delegated to
others for credibility or efficiency.

This section outlines some of the unique features
and problems of career education that should
be considered when designing evaluations.

Advice on reviewing evaluation plans for com-
pleteness, technical adequacy and usefulness
is offered.

Advice on reviewing the content, technical
features and format of evaluation instruments
is offered.

Ideas for dealing with the political factors that
affect use of evaluation results are discussed.

Advice on reviewing evaluation reports for com-
pleteness, accuracy, utility, and feasibility is
offered.

This section provides guidelines for sharing the
results of evaluations wIth different audiences
through popularized reports, executive sum-
maries, news releases, presentations and other
media.

Flo

59

65

69

73

77

79

85

Advice on using evaluation results to bring
about change is offered. 89
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II

PLANNING THE EVALUATION
A good plan is ii),311C to any evaluation process. An evaluation plan will help you think through

who needs what information when and in what format.

A "good" evaluation plan is one that will

help you think through the ent re evaluation process

provide a working frame of reference for making decisions, handling crian, and checking
that activities are still on target toward the original goals

be carefully refined, continuously updated, and sometimes drastically changed as you
learn from experience and discover new opportunities

be a means to an enda "working" documentrather than an end in itself.

An evaluation can serve a variety of purposes. The purpose of an evaluation depends on (1) the
type of decisions that need to be made as a result of the evaluation, (2) the phase of the career edu-
cation program, and (3) the ink -mation needs of those who are expected to use the evaluation
results.

There are at least four basic types of evaluation. Each type can help monitor a'clifferent phase
in the life of a career education program. One type of evaluation is done in the initial planning phase
of a program so that the effort can be focused on meeting the important needs. This type of evalu-
ation, often referred to as needs assessment, is used to help make planning decisions. A second type
of evaluation, often called formative evaluation, occurs while a program is being implemented to
collect information about how it ean be improved. Formative evaluation serves "implementing
decisions" (decisions about how well the program is being implemented as planned and what aspects
of the program should be modified). A third type of evaluation focuses on the sum worth of a pro-
gramits success in achieving objectives, overall effectiveness for the funds expended, and impact on
*intended eudiente. This type of evaluation, referred to as a summative evaluation, often occurs
'near the end of a program but can occur whenever attainments occur. Summative evaluation is used
to make "recycling decisions" (decisions about the future of a program or part of a program). A
fourth type is an evaluation of the evaluation by an external party to verify that the evaluation is
relevant, accurate, and reliable. This type, called an evaluation audit, is usually connected with an
evaluation of the sum worth of a program. Figure 1 portrays these four types of evaluation.

The Purpose Checklist below outlines these four major types of evaluation and a variety of
more specific types. Your evaluation may include one or several of these types. Use the Purpose
Checklist and the additional information in this unit to think through the mujot puyposes of your
evaluation and the types of evaluation that are most appropriate for your situation. More detailed
information about the needs of the audiences that the evaluation should serve and about the si ecific
question's that the evaluation should address is provided in units 2 ("Audiences") and 3 ("Questions").
The materiais in the sub-section following the Purpose Checklist describe each type of evaluation in
detail.

9



Phase I
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Phase 3

Phase of a
Career Ed Program

Figura 1

Types of Evaluation

Does the Program
Address Top

Priority
Needs

How Can the
Program Be
I mproved

Has the Program
Had an
Impact

s the Evaluation
Accurate Evaluation

and Audit
True
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Assessment

Formative
Evaluation
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PURPOSE CHECKLIST

Instructions: Answer each of the following questions for your career education program by
checking ( ) the appropriate response in the space provided.

Yes No

0 0 1.1 Need. Is any type of evaluation actually needed?

El LI 1.2 Needs Assessment. Is information needed about the priority needs and
problems the career education program should address?

0 0 1.3 Formative Evaluation. Is information needed to monitor and/or improve
the program as it progresses?

0 C1 1.4 Summative Evaluation. Is information needed about the sup worth of the
program?

0 0

Li

0 0

1.4.1 Stbi.q.ctive_slased Evaluation. Is information needed about the success
of the program in meeting its intended outcomes or objectives?

1.4.2 Goal-free Evaluation. Is information needed abomt how well the
program meets standards of excellence for career education pro-
grams?

1.4.3 Audience Based Evaluation. Are the information needs of various
audiences to be answered throuen the evaluation?

1.4.4 Follow-up Evaluation. Is information needed about Vie long-term
impact of the progam on participants (e.g., career placement, job
satisfaction, job competency, etc.)?

1.4.5 Cost-effectiveness Evaluation. Is information needed about the cost
of the program in relationship to the outcomes produced?

1.4.6 Comparative Evaluation. is information needed about how your
gram compares wiih" 7Fer career education programs on commun
criteria?

0 0 1.4.7 Descriptive Evaluation. Is in-depth descriptive information (case studies,
systematic observation, in-depth interviews, etc.) needed about the key
features, activities, and outcomes of the program?

1-1 7 4 r Evaluation Audit.. Is information needed it) verify the accurauy uf the'
evaluation?

11



1.1 Need. ;s any type ot evaluation
actually needed?

it is possible that r ....faluation is not actually
needed. Many evaluations are conducted be-
'iause somebody thought they were a good
idea. A time-consuming and costly evaluation

may be conducteo and then never used. As a general rule, an evaluation should not be conducted
unleis some commitment can be generated for using the results to change the program, set priorities,
influence decisions, or justify funding.

Even evaluations that are mandated : lould be carefully thought through and negotiated to pro-
vide useful information rather than to comply with requirements. There are many legitimate reasons
for conducting evaluations. These range from substantiating claims that a project is doing well to
keeping the public informed of the goals and progress of career education. The important point is
to determine at the beginning rather than at the end of the evaluation process how the results could
be used. If you cannot piceire the results being used by one or more specific individuals for at least
one specific purpose, don't do the evaluation.

1.2 Needs Assessment. Is there a need
for information about the priority needs
and problems that the career education
program should address?

Needs assessment is a process for identifying
gaps between "what is" and ."what should be"
and for determining priorities among these
gaps or nneeds," Needs assessment is a useful
tool in the planning stages to focus a program
in the right direction. The process of conduct-

ing a needs assessment will not be covered in depth in this handbook. For more information, refer
to Needs Assessment and Career Education: An Approach for States (McCaslin and Lave, 1976).
An excellent review of needs-assessment models and procedures for general education is An Analysis
of Needs Assessment Techniques for Educational Planning at State, Intermediate, and District Levels
(Witkin, 1975). Many of these techniques can be adapted for career education. Several states ham
developed needs-assessment instruments. Some exemplary instruments are those developed in Mich-
igan (State Department of Education, 1976), Wisconsin (Gessner, 1976), Florida (Adams, 1977),
and Texas (Texas Education Agency, 1975). For abstracts of these and otheeneeds-assessment in-
struments, see Career Education Measures: A Compendium of Evaluation Instruments, another of
the five handbooks in this CEM series.

Once you know which needsare top priority in your locality, you will be more able to design
programs to meet these needs. Using data based information about needs as a basis for program
planning,will also allow you to justify your program to sponsors and constituents. A needs assessment
can be oriented to student needs, program needs, or both. A needs assessment typically seeks input
into the educational process from a variety of audiences, including students, educators, employers,
parents, and other community members.

Basis of Needs Assessment

Objectives form the basis of anassessment of student needs and are usually stated as desirable
skills, knowledge, and attitudes for students to possess. For example:

"Students will understand the variety and complexity of careers in the world of work."

2t)
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PL_IT.tose of Student-needs Assessnmnt

The purpose of a student-needs assessment is to find out (1) how well students are currently
performing on each objective, (2) which objectives teachers, parents, administrators, students, com-
munity members, and other relevant persons perceive to be most important for students to perform
well on. The bigger the difference between these two dimensions (performance and importance).

-the greater the need. A partial sample of a student needs assessment instrument drawn from the
Florida Assessment of Needs in Canter Education FANCE (Adams, 1977) is illustrated in Figure 2.

Figure 2

Partial Sample of Student-Needs Assessment Instrument

Actual Attainment Duired Priority

Realistically estimate the percent of students
in your district or school who have attained
minimal competency in each of the following
goals by the time they leave high school.

04% 10-24% 25-49% 50-74%, 75-89% 90-100% Work Values

Rate the relative priority of meeting each
goal for your district or school.

0 El 0 0 0 Students understand how careers
contribute to society.

El 0 El El 0 Students recognize the sOCial end
economic benefits of working and
understand the consquences of
not working.

0 0 0 El 0 0 Students view caner roles incle-
pendent of sex stereotVpos.0000E1 -0 Students view career roles inde-
pendent of racia/ stereotypes.

Lower Medium Higher

1 2 3 4 1

0 0 0 0 0
0 0 0 0 0

0 0 0 0 0
El D El 0 0

Purpose of Program-needs Assessment.

A needs assessment can also focus on program needs. Program needs include the resources,
activities, people, services, etc. that are required to deliver career education to students. Some se-
lected areas and a rating format for assessment of program needs for career education, also drawn
from FANCE, are listed in Figure 3. A program-needs assessment could be used to determine the
neeNIssesy steps for implementing a career-education pr-ogram, weakne= in thc current delivery
system, or priority areas for new funding. A needs assessment process similar to that used for stu-
dent needs can be used to determine program needs. However in the latter process, the respondent
is asked to rate the "need for improvement" of career-education resources, community involvement,
work-experience opportunities, staff expertise, etc. This scale combines the comparison of current
and desired status into one rating scale. In other words, respondents are asked to compare in one
step the current status of career education with the desired status and to use information to deter-
mine the areas that most need to be improved.

13
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Figure 3

Partial Sample of a Program-Needs Assessment Instrument

Need for Improvement

What is the relative need for
xpanding or improving each
nrogram activity in your district
or school?

Infusion of Caner Education

Lower

1

Medium

2 3

Higher

4 5

1. Integrate career education into vocational education. 0 0 0 0 0
2. Integrate career education into general education subjects (e.g.,

language arts, mathematics, social studies.)
0 0 0 0 0

Provide units on career education (e.g., job hunting skills) within
existing courses.

0 0 0 0 0

4. Provide career education separate from the school curriculum 0 0 D O D
(e.g., career fair sponsored by local industry).

5. Coordinate student career education experiences across grades. 0 0 0 0 0
6. Promote preservice teacher training in career education. 0 0 0 0 0

Size of the Needs Assessment

A needs assessment can be as big or small as required. It can be used nationwide, statewide,
distric- wide, school wide, or within one classroom to help match a program to students° unique
skill levels, interests, and backgrounds. A needs assessment should be initiated before a program
begins so that the program-can focus on high priority areas of need. However. ;t can also be con-
ducted after a program has begun and then used to refine the specific objectives of the program so
they will better meet the needs of the intended population.

1.3 Formative Evaluation. Is informa-
tion needed to monitor and/or improve
the program as it progresses?

Once a program gets under way, there will still
be countless problems and ways that it could
be improved. Even the best laid plans need to
be reshaped and refocused when they are put
into practice. There are many evaluation
techniques that can be helpful to provide

information for improving a program. This type of information should help project administrators
to make decisions about what aspects of the program need to be modified.

Evaluatinn for improvement can be as simple as scheduling periodic meetings with the program
staff to discuss tl-s?ir problems and to ask for suggestions for improvement. It can also be more

9 0
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systematic arid elaborate. However, even the most elaborate evaluation for improvement is usually
based upon some fairly simple questions: 1.

Are we still on target towards the program goals? a

What are the strengths of the program? What are the best features? What's,working well?

What are the weaknesses of the program? What are the most problem-ridden areas? What's
not working?

What suggestions, recommendations, and ideas do various part cipants in the program have
, for building on thestrengths and reducing the problems?

What related opportunities or activities are occurring that the program should incorporate,
take advantage of, or learn from? is the program up to date with the "state-of-the-art" in
career education?

Although these questions appear to be simple and straight-forward, obtaining accurate compre-
hensive answers to them-is often difficult and time consuming. For guidance in conducting evalua-
tions, for improvement, see:

*Lawson, Tom E. Formative Instructional Product Evaluation: Instruments and Strategies.
Englewood Cliffs, NJ. Educational Technology Publications, 1975.

Sanders, James R. and Cunningham, Donald J. Techniques and Procedures for Formative
Evaluation. Paper No. 2. Portland, Oregon. Northwest Regional EduCation Laboratory,
1974.

1.4 Summative Evaluation. Is informa-
tion about the sum worth of the program
needed?

Judging merit or worth of a program is the
heart of an evaluation. There are many dif-
ferent ways to assess outcomes, impact, merit,
or worth. For example, you may decide to
focus the evaluation on the intended outcomes
or objectives of a program. Your question

might be "How well were the intended.outcomes achieVed?" However, at some point in the evalua-
tion process.you may realize that the objectives do not do a very good job of describing what really
happened in \the program. The objectives are often ok of date; perhaps the program has matured
and changed since they were written.

This discovery may bring you to a second evaluation question: "To what extent have the pro-
gram objectives been implemented as planned?" Sometimes there is an evaluation of activities and
entities that never really existed; Worthen (1974) provides the following example: "The concept
of team teaching haslared poorly in several evaluations, resulting in a general impression that team
teaching is ineffective. Closer Inspection shows that many methods labeled as team teaching pro,
vided no real opportunities for staff to plan together or work together in direct instruction." It is
often valuabie to find out which parts of a program have actually been implemented according to
the original plans.
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Uses of Summative Evaluations

It is usually difficult to piciure the impact of a program if only the intended outcomes are
evaluated. This is not to say that intended outcomes should be ignored. Many times objectives,
as stated in a project pmposal or other planning document, reflect a commitment to your sponsors
and constituents to work toward certain types of outcomes. However, you can also make a case for
evaluating more than your intended outcomes. As a program is implemented, it matures, grows, and
changes. Some things work and others don't Program staff who are learning from failures and suc-
cesses are modifying the program as it progresses.

Therefore, in addition to evaluating the attainment of intendkl outcomes, the evaluation can
also be used to:

describe key features, activities, and outcomes of the program in depth

determine the unintended positive outcomes of the program, such as improved attitude
toward school, reduced absenteeism, etc.

determine any unintended negative outcomes of the program, such as declining achievement
scores, increased student disruption in non career oriented school subjects

determine how well the program meevs standards of excellence

determine the impact of the program on desirable short-term student outcomes such as
knowledge of careers, knowledge of self in relation to career's, job-seeking skills, etc.

determine the impact of the program on desirable long-range sttitient outcomes such as
job placement, job competence, and job satisfaction

determine if the cost of the eutcomes produced is comparable io tile cost of programs
with similar outcomes *.

[1.4.1 Ob'ectives Based Evalyaks. Is
infermation needed about the success of
the program in meeting its intended out-
comes or objectives?

Objectives provide an imp-ortant and solid
base for evaluation. Objectives-based evalu-
ation is the most common type of evaluation
practiced in education. The various terms used
to describe objectives can become somewhat
confusing. Goals, intended outcomes, expected
outcomes, objectives, behavioral objectives, per-

formance objectives, elements, and measurable objectives are some frequently used terms. Basically,
goals are more general statients, and objectives are more specific. They both describe intended
or expected outcomes of a/program or learning experience. Goals are usually stated too broadly or
generally to measure directly how well they hive been attained. Therefore, evaluations often rely on
more specific objectives that are derived from goals. An objective is said to be statecLin "behavioral,"
"performance," or "meaturable" terms when it clearly describes what a person should be able to do
after completing a learning experience. A complete behaviorai objective can contain four parts (Adams,
Lowry, and Suzuki, 1977). The terms describing these parts begin with the first four letters of the
alphabet, "ABCD."
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A. Actor(s). The group of students (or adults) who witl perform a desired behavior.

B. Behavior. A knowledge, skill, or attitude that the actor can be esen or heardperforirina.

C. Condition (an optional part of behavioral objectives). What the actor has to work with
to perform the desired behavior; it can be materials or a setting.

D. Degree of Success. A criterion to determine whether .an actor has saccessfully mastered
the behavior prescribed by the objective.

Objectives based evaluation depends on five basic steps:

1. Establish and validate* broad goals for the program.

2. Identify and validate specific objectives that are derived from each goa -These objectivse
may describe knowledge, skills, attitudes, or behavior*. -'

3. State each ob active in measurable terms.

4. Develop or select measures of performance for eackobjective.

5. Measure performance on each objective. Perftirrnince can be measured before and after
the program thrr- ---4-post testing to,deiermine the amount of change in participants'
knowledge,skills, As, or behaviois. Or performieve can be measured only at the and
of the progNin to assess how participants have mastered program.objectives.

You and members of your staff-i-hould accept responsibility for steps 1 and 2. Step 3 should be
a joint activity between progr,nfitaff and evaluators. The program evaluator should take responsi-
bility for the remaining steps. If you can clearly communicate your intentions for the program, the
evaluator should be abielo translate your intentions into behavioral objectives. You will, of course,

"want to review theynkasurable objectives (and later, the tests) to ensure that the original intentions
nave not been distorted.

Wrberideveloping program goals and objectives for career education programs, you should review
existing sets of objectives. Some sources of goals and objectives for career education programs are:

*Perspectives on the Problem of Evaluation in Career Education"Ten Learner Outcomes"
(Hoyt, 1976).

"Developmenud Program Goals for the Comprehensive Career Education Model (The Center
for Vocational Education, 1972).

Tamer Education: An Introduction (The Career Education Center, Florida State University,
1975).

*Validation is the process of involving program staff, participants, anditer constituents in emu-
ing the extent to which goals or objectives for the program truly reflect the program's contents. Goals
and/or objectives are reviewed in terms of their relevance, comprehensiveness, clarity, and feasibility.
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*Career Development Goals and Performance Indicators (Michigan Department of Education,
1974).

'Basic Learner Outcomes for Career Eck scion (Texas Education Agency, 1973). A sample
listing of student career education ootcomes'is also listed on pages 39 and 40 of this
4an0book.

1.4.2 Goal-free Evaluation. Is ieforma-
tion needed about how well the program
meets etandards of excellence and desirable
outcomes fur career education?

Basing evathations totally on performance
objectives restricts the focus of the evaluetion
to intended outcomes. Unintended outcomes,
the intrinsic qualities of a program, and the
relationships among the objectiveseehree focal
points that are potentially as important as the
original objectivesare often overlooked.

Goal-free evaluation was introduced by Scriven (1972). The rationale for goal.free evaluation
can be summarized briefly as follows. First, educafional goals should not be taken es given; they,
like anything else, should be evaluated. Second, goals are generally little more than rhetoric which
seldom reveal the real objectives of the program. Third, many important outcomes of a program or
side effects do not fall in the category of goals and objectives anyway. For example, a eareer educa-
tion program may serve social goals, such as reducing student absenteeisin and tardiness or facilitating
parental involvement in school activitiesdesirable outComes but usually net explicit goaleof career
education programs Negative side effects such as declining achfeveMenetast scores oe increasing
student disruption in non-career oriented courses, might also, result from a career-education program,
Feurth, there are many intrinsic standards pf excellence that virtually all career-educetion programs
should try to meet, such as addressing important needs, limiting expenses, and so on.

Objectives based and goal-free evaluation can supplement one another very well. Most program
directors and sponsors need to know how well the program is meeting its goals. But goals also serve
as. blinders, causing one to miss those important &wets of the program that are not directly related
to goals. Goal-free evalua 'on allows the total program to be evaluated on the basis of all its outcoreee
whether intended or not.

1.4.3 Audience Based Evaluation. Are
the information needs of various audiences
to be answered through the evaluation?

for designing the evaluation. Information needs
relevant individuals desire answers.

Stenner (1972) proposed a strategy called
Information Based Evaluation for Career Edu-
cation. Stenner recommends that the informa-
tion needs of the users of the evaluation sup-

. element program objectives as reference points
of users are qeestions and concerns about which

Potential information users (such as those identified in Unit 2, "Audiences") can be polled to
gain representaeve vieWs of what questions the evaluation should answer. Various types of audiences
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can be asked to "fill in the blank" for a statement such as "I would like to know
about this career education program." A balanced list of evaluation questions that reflects the in-
formation needs of different audiences should be developed. Since program developers and staff
generally have a high commitment to the program, their information needs may show them to be
somewhat myopic and reluctant to receive negative feedback. Individuals who are more removed
from the program may want answers to "hard nose" questions about its impact, and they may be
more likely to question potential weaknesses and unintehded outcomes.

Uses of an Audience Based Evaluation Worksheet

After a reasonably complete 1 st of information needs has been developed, you may want to
involve representatives from the different audiences in selecting the most important questions for
the evaluation to answer. A three-step process is suggested. First, audiences can be asked to rate
the utility of information as essential, important, marginal, or questionable. Second, selected audiences
(project staff, project director, and project sponsor) can rate the practicality (time, cost, method, etc.)
of collecting the information as very high, high, moderate, or questionable. Third, both the utility and
practicality of the information can be used to rank areas of information from highest to lowest priority.

A sample worksheet for recording information needs, audiences, utility weightings, and practical-
ity weightings is illustrated in Figure 4. The utility weightings can tie tabulated across audiences to
determine which information is most important to those audiences. Practicality weightings can
be used .to temper the utility weightings. Some types of information may be very useful but also
very expensive and time-consuming to collect (such as longitudinal follow-up studies of graduates.)
Both practicality and utility should be considered when selecting the information needs which the
evaluation will serve.

Benefits of Audience Involvement

The involvement of audiences in focusing an evaluation has an additional benefit. Research on
educational change has found that when individuals are involved in the planning and implement3tion
of an activity, and when they are kept informed of progress and periodically asked for advice, they
wiil tend to be more supportive and to malo greater use of the outcomes and products emerging
from the activity. Therefore, if relevant aud;ences are encouraged to express their information needs,
they will be more likely to support and use the evaluation results.

Follow-up studies are designed to evaluate the
1.4.4 Follow-up Evaluation. Is informa- product of career education progr nstne
tion needed about the long-term impact graduate's progress. The primary b.-al of such
of the program on participants? education, the preparation of individuals for

careers, can best be assessed by examining the
career placement, performance, satisfaction,

mobility, etc. of graduates. A follow-up study can be used to collect information directly from
graduates as well as from employers of graduates.

Purpose of a Follow-up Study

Former students can often provide valuable information about the strengths and weaknesses of

a career education program. A student follow-up study can serve a variety of purposes, for exampie:
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Figure 4
Audience Based Evaluation Worksheet

INFORMATION NEEDS

Instructions: 1. In each cell on the worksheet; enter the average utility rating given to each information need by each
group based on the following scale: Utility: 4 as essential 3 II important 2 marginal 1 in questionable.

2. In the first TOTALS column, enter the average utility rating across groups.

29'In the second TOTALS column, rate the practicality of collecting the information based on the following uale:
Practicality: 4 very high 3 high 2 al moderate 1 R. low.

4. In the last column rank the overall priority of the information needs from greatestto least.

A
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1. To determine the career patterns of former participants in various career-education pro-
grams. Infqrmation about the path of advancement and pattern of salary increase for
former students can be tracked a% intervals of one, three, and five years. Graduates' in-
volvement in continuing or recurrent education can also be asseued.

2. To determine the mobility of program graduates. Movement from job to job, from one
locality to another, or even from department to department within a firm can be assessed
by a-follow-up study.

To determine the adequacy of the career-education program in preparing students for the
transition from school to work. Graduates successes and difficulties in job hunting:job
interviewing, job applications, work relationships, work habits and attitudes, job problem-
solving, etc. can be assessed through a follow-up study..

4. To determine the apprOpriateness of students' cireer choice, job satisfaction, personal and
social fulfillment, and awareness of means and implications for changing career choice,
job situation, and life style can be assessed. Additionally, graduates' future plans and
ability to change and advance in their career can be determined.

Method for a Follow-up Study

Some step-by-step guidelines for conducting follow-up studierare provided in chapters 4 and
5, "The Follow-up as an Evaluative Tool" of Evaluating Occupational Education and Training Pro-
grams (Went ling and Lawson, 1976). The steps clavered include:

1. Development of the follow-up instrument

making the instrument visually appealing and easy to read

developing items of different types (yes-no response, multiple choice, rating
items, open-ended items)

writing directions

devising the format for the instrument

validating the instrument

2. Administration o+ the follow-up study

determining groups to follow up

choosing the method (personal interview, telephone interview, or mail survey)

locating former students

orienting retpandents before they receive the survey
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distributing instruments

following up non-respondents

3. Processing the follow-up results

tabulating responses

summarizing responses

4. Utilizing results

altering objectives, content, and activities of the career education program

determining the long-range impact of the career education progrm

wok

Employers, too, can provide valuable information about former students' job performance, work
habits and attitudes, and work relationships. A simple instrument like the following one can pro-
vide employers' perceptions about the job traits of former students.

Low Average High

Dependability, promptness, reliability in attendance 1 2 3 4 5

Responsibiiity. willingness to accept and perform work 1 2 3 4 5

Initiative. ability to plan and direct own work 1 2 3 4 5

Employers can also rate the specific career competencies of graduates.

1.4.5 Cost-effectiveness Evaluation.
Is information needed about the cost of
a program in terms of the outcomes
produced?

The import9nce of determining the cost-
effectiveness c)f a program is explained in the
following quotation:

During the past few years, an increas-
ing number of school bonds und levies
have been disapproved. The once ade-

quate plea of "we need more money so that we can provide children with a high quality edu-
catkin" seems no longer to satisfy the American voter. School districts are being forced to
indicate more clearly how their present funds are being spent, what the results are, and how
additional funds will be spent if they are approved by local citizens. Additionally, schools
are faced with escalating costs due to inflationary trends. They, too, must pay higher costs
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for supplies, equipmen , tilities, and personnel. These and other trends are forcing
school administrators to examine their budgets more closely and to identify areas where
cost-saving practices can be put into effect (McCaslin, 1977).

The outcomes of cost-effectiveness analysis should be)to operate career education programs
that produce the best possible results for the least possible expense. A comprehensive evaluation of
a program's effectiveness as compared to its costs can be a complicated undertaking that requires
specialized expertise. Additionally, a cost-effectiveness analysis can lead to an overemphasis on eco-
nomic efficiency. Many of the goals and objectives of a career education ,,re socially desirablewill
lead to a better quality of life and work for studentsbut are not necessarily economically efficient.
This section will not delve into the highly technical aspects of cost effez.tiveness analysis. Rather,
highlights of several key topics related to costs and benefits are presented.

Types of Costs

When collecting information for a cost-effectiveness evaluation-of a program, you should collect
different types or levels of cost information. These should include:

Total program cost (by year)

Per pupil costs (by year)

Initial start-up costs (costs for materials, getting the program established, developing ma-
terials, establishing relationships, etc.)

Program operation costs (costs after development has been completed and the program is
in operation)

Estimated cost for another school district, etc. to replicate the program.

Costs (by year) for major elements of the program, such as:

Instruction

Administration

Facilities, equipment, and supplies

Indirect costs or overhead

Other (travel, consultants, etc.)

Cost-Saving Practices

It is a good idea to maintain records of all the cost-saving practices used during the development
and operation of the program, for example:

Using resource contributions from the community (money, time, facilities, equipment,
etc.)
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Building on the work of another program or project which saved development time

Using volunteers

Maintaining cooperative efforts with other schools or community organizations in which
'costs are shared

Using practices that conserve materials, supplies, dupiicating expenses, etc.

Using practices that reduce administrative costs

Using practices that conserve energy

TN: amount of money saved by using these practices should also be estimated-and recorded. Cost
saving information may be very persuasive evaluation data when combined with information about
program outcomes.

Cost Comparison

The cost of your program should be compared to similar career-education programs in other
schools in the district. Since cost comparison can be deceptive especially when done on a cross-
district basis, it is important to ensure that the same program elements are being compared when
costs are determined. Therefore, it is essential to compare programs on the basis of the different
types and levels of costs described above (e.g., per pupil cost, instructional costs, etc.) rather than to
compare only total program costs.

Zero-Based Budgeting

Zero-based budgeting is a management tool to help put money where the priorities are. industry
uses the technique to reassess operations annually from the ground up, with every dollar spent justi-
fied in terms of current organizational goals. Zero-based budgeting should be used during the budget-
ing process:

to reassess priorities

to eliminate duplication

to determine low levels of performance

Chuang (1977) outlines twelve steps for doing zero-based budgeting:

1. Define educational needs

2. Formulate goals and objectives, and rank them in order of priority or importance

3. Define the method for assessing e .ich objective

4. Identify overall constraints and requirements
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5. 'Establish criteria for selecting among alternative programs

6. Develop decision packages (documents that describe alternative ways to achieve objectives)
in such a manner that tiley ciin be ranked and evaluated against all other activities corn-
peting for limited resources

7. Define the cost of alternative packages

8. Define the anticipated benefits for each package

9. Rank the decision packages and select the most desirable one

10. l-epare an implementation plan

11. Manage the allocation of resources to achieve objectives

12. Assess results

1.4.6 Comparative Evaluation. Is
information needed about how your
program compares with other career-
education programs on common criteria?

Single program, noncomparative evaluations
are the most common types of evaluations in
education today, because the primary basis -
for judging succen lies not in comparing the
program with any other but in determining
(1) how well the program does what it pur-
ports to do, (2) how well the program meets

external standards, and (3) how well the program changes students' performance, skills, or attitudes.
Comparative evaluations, on the other hand, are those in which two or more programs or methods
are compared with one another on common criteria, and these evaluations can provide much valuable
information.

Types of Comparative Evaluations

Among the several types of comparative evaluation are these:

comparing the same program in different settings or with different types of learners (for
example: a junior high career-awareness program is tried in an urban school and a subur-
ban school)

comparing a program with a control group's program on the same outcome (for
example: In the scone school one senior class studies a unit on job hunting Wits while
another senior class studies a unit on entrepreneurship. Both groups of students are
evaluated in terms of knowledge of procedures for applying for a job, job interview skills,
and ability to prepare a resume.)

comparing two or more programs that aim for the same outcome but use different methods
(for example: Three programs are trying to increase students' knowledge of job categories,
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major duties, and supply and demand. One program is using short-term community-based
work experiences, one program is using a self-study course in .he school library, and one
program is using classroom instruction with community resource people).

comparing the strengths and weaknesses of various programs according to the same stan-
dards (for exanple, all the high school career-education programs in Florida am compared
as to the extent to which they are meeting the ten learner outcomes outlined by the Office
of Career- Education)

A Sample Comparative Evaluatio

Comparative evaluationsIend to be more useful when they compare specific characteristics and
outcomes of different programs than when they compare the relative strengths and weaknesses of
total programs. For example, consider that several junior high career-awareness programs are being
compared in terms of the following characteristics and outcomes:

Cost

Instructional materials

Instructional process

Community involvement

Number, of students served

Length of program

Setting

Target population

Knowledge of job categories

Knowledge of worker qualifications for
specific jobs

Knowledge of major duties for specific
jobs

Knowledge of supply and demand for
different occupations

Knowledge of job characteristics (hours,
pay, etc.)

Attitude toward learning

Desire to work

Ability to locate and use sources of
career information J

26

35

Characteristics

Outcomes



A comparative evaluation of the two or more programs might reveal the following. Program A is
less expensive, has more community involvement, uses an open, unstructured instructional process,
and involves fewer students (primarily disadvantaged minorities). It has helpei students more in
attitude toward learning and in desire to work. The weakest outcomes of the program were ability
to locate and use career information, knowledge of supply and demand, and knowled of worker

rogram B on the other hand, is more expensive, serves more students (primarily suburban
whites), has structured lesson plans with corresponding instructional materials for students, and has
less community involvement. It has improved students' ability to locate and use sources of career
information and their knowledge of supply and demand, job categories, worker qualifications, and
major duties. It has had no measurable impact on attitudes toward learning or on desire to work.

In comparing these two programs, one finds that Peogram A appears to produce primarily atti-
tudinal changes in a few students with limited resources through various community experiences.
Program B appears to produce increased knowledge of careers and of procedures for obtaining ca-
reer information; the cost is greater, but so is the number of students.

Strenzhs of Comparative Evaluation

Comparative evaluations have the distinct advantage of offering greater scientific vahdity to the
evaluation process. Comparative evaluations can increase both the internal validity (or accuracy) and
the external validity (or "generalizability") of evaluation results. For an outline of 16 experimental
and quasi-experimental designs that can be used for comparative evaluations, see Campbell and Stanley
(1966).

Limitations of Comparative Evaluation

The primary limitations of comparative evaluations are resources and feasibility. Comparative
evaluations are typically more expensive and time consuming to conduct. Additionally, testing
conditions required for some types of comparative evaluationssuch as random selection, random
assignment, and control groupsare often difficult to arrange in school settings.

1.4.7 Descriptive Evaluations. Is in-
depth descriptive information needed
about the key features, activities, and
outcomes of the program?

A descriptive evaluation provides in-depth
information about now a program has evolved,
what day-to-day activities have occurred, and
what the experience has been like for selected
program participants and staff. A descriptive
evaluation makes use of tools, such as system-
atic observation, in-depth interviews, case

studies and records (e.g., diaries, critical incident records, school records, newspaper accounts, daily
logs). Two Career Education Measurement Handbooks, Using Systematic Observation Techniques
in Evaluating Carver Education (Kester, 1977) and Assessing Experiential Learning in Career Education
(Malak, ed. 1977) (other handbooks in the current CEM series) provide detailed information about
how to evaluate programs using descriptive techniques such as these.
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Kinds of Descriptive Evaluation

A descriptive evaluation often culminates in an evaluation report, written in a narrative "story-
book" style, that deacribes in detail the experiences of a small sample of program participants. Inter-
esting anecdotes and success stories about the experiences of these participants are shared. Such a
report might also present the program from the viewpoint of several of the program staff and com-
munity resource persons. A description of program activities might take the readsr through a day's
experience as a student in the program. For an excellent example of a descriptive evaluation report
see An Evaluation of TCITY, the Twin City Institute for Talented Youth (1971) by Robert Stake and
Craig Gjerde.

Another type of descriptive evaluation is the technique called "responsive evaluation." Respon-
sive evaluation focusin on activities and describes the experiences and outcomes for a small random
sample of the individuals involved in a program. A responsive evaluation report would give the reader
the vicarious experience of being in the program. In Evaluating the Arts in Education: A Responsive
Approach (1976), Robert Stake, who developed responsive evaluation, outlines reasons for choosing
the technique and demonstrates how it can be used.

A third descriptive techniquethe evaluation techniques used by art critics, wine connoisseurs,
gourmet cooks, and other connoisseurs and critics of the fine artshas been applied to education by
Eliot Eisner. His paper, "The Perceptive Eye: Toward Reformation of Educational Evaluation"
(1975), presents a strong case for an artistic model of evaluation that should be used in conjunction
with a more scientific model.

Because unsystematic descriptive evaluations are often more subjective and less scientifically
rigorous than the more traditional types of evaluation, they should usuak be used in combination
with a scientifically based evaluation. However, descriptive evaluations do tend to be more interest-
ing than statistical evaluations; they often communicate the essence and life of a program more com-
pellingly, especially to those not sophisticated in research and statistics. For school boards, legislators,
and parents, descriptive reports may be especially useful in communicating the activities, strengths,
weaknesses, and outcomes of a career-education prograni. Even for audiences with more expertise
in evaluation methods, descriptive evaluations can be refreshing. Consult the Career Education Meassge-
ment Handbook on "Using Systematic Observation Techniques in Evaluating Career Education" for
more specific ideas.

1.5 Evaluation Audit. Is information
needed to verity the accuracy of an
evaluation?

Definition of an Evaluation Audit

The word "audit" is connected in most of our
minds with the audit of an income tax return
or the financial auditing associated with ac-
countants, but evaluation auditing does not
focus upon financial activities.

An evaluation audit is an evaluation of an evaluation. Cook (1974) describes an evaluation audit
as an external review procedure performed by qualified outside technical personnel who are not di-
rectly involved in the actual operation or evaluation of the program. It is.designed to (1) a.:-ess the
appropriateness of the evaluation procedures employed, and (2) verify the results of the evaluation.
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Audit Functions

These two functions of an evaluation auditor could be described in greater detail es follows:

Check and report on the strengths and weaknesses of the evaluation plan, including

completeness of the plan

vandity and reliability of the data-collection instruments for the career-education pro-
gram being evaluated

internal and external validity or the data collection procedures and conditions

technical quality and appropriateness of the data storage and analysis techniques

cost-effectiveness of the evaluation plan

2. Verify the accuracy of the evaluation findines and report. The primary requirements foran
effective evaluation auditor is independence. Presumably, an external party can determine
the "truth" without being subjected to influences of various kinds. Credibility of educe-
tional results from the program is enhanced if an outside investigator with objectivity is
involved in examining program operations ana results.

Audit Process

The auditor should develop a contract and a plan for auditing. The contract states rates of Pe
schedules for visitation, dates of report submission, and other specified items. The audit plan describes
how the auditor plans to carry out the audit. it identifies what objectives will be examined, what in-
struments examined, what data analyzed, and so on. The auditor typically has the responsibility of
preparing three major audit reports:

Pre-audit critiquea review of the program evaluation plan to determine if it can be audited
and to suggest ctianges in objectives, instrumerM, data collection procedures, and so on.

Interim audit reportan audit of the mid-year evaluation report of the program.

Final audit reportan analysis of a sample of the program evaluation data and an audit of
the final evaluation report of the program.

A kit of workshop materials to train educational auditors has been developed (Klein, 1971) and it
describes the audit prodess in more detail.

Audit Critesia

Many criteria have been suggested for the evaluation of evaluations, sometimes called "meta-
evaluation" (Scriven, 1969). Many of these are derived from accepted criteria for research, but re-
search criteria (e.g., tgyhnically sound information) comprise only ow t of the standards that
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evaluations should meet. Evaluations must also produce findings that are useful to particular audiences.
Additionally, the findings must be worth more to the audiences than the cost of obtaining the informa-
tion (i.e., the evaluations must be cost-effective). A variety of specific criteria to use in evaluating an
evaluation plan are described in unit 9 of this handbook. Stufflebeam (1974) suggests the 11 specific
criteria for "meta-evaluations" listed below.

Table 1

Criteria for Meta--Evaluatiuns

Criteria for Technical Adequacy

1. Internal validity whether the findings are true

2. External validity - whether the information is "generalizable" (i.e., the range of persons
and conditions to which the findings can be applied)

3. Reliability whether the data are accurate

4. Objectivity whether the data are likely to be interpreted similarly by different
competent judges

Criteria for Utility

5. Relevance whether the findings relate to the purposes of the program

6. Importance whether the evaluation covers the most essential feature of the program

7. Scope whether the evaluation addresses all of the important questions

8. Credibility whether the audience trusts the evaluators and supposes them to be free of
-bias in conducting the evaluation

Timeliness whether the evaluation findings are available in time to be used in making
decisions

10. Pervasiveness whether the findings are disseminated to all intended audiences

Criterion for Cost-Effectiveness

11. Cost-effectiveness whether the evaluation costs are kept as low as possibtiwithout
sacrificing quality
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There are four basic types of evaluation: needs assessment, formative evaluation, summative

evaluation, and evaluation auditing. A needs assessment can examine student needs, program needs,
or both. Formative evaluation is used to monitor a program's progress towand its goals and to pro-
vide periodic feedback for improving the program. Summative evaluationwhich may take the form
of objectives based, goal-free, audience based, folow-up, cost-effective, comparative, or descriptive
gauges the total worth of a program. Most evaluation design; will use a combination of several typet
of evaluation. For example, the eveluation may be primarily objectives based with several question:
about improving the program, several goal-free questions, and several descriptive qucstions. Eva lua-
tion auditing is an evaluation of an evaluation.

Although it is helpful to broaden horizons about the variety of ways to evaluate a program, it
would be virtually impossible to employ them all at one time. You will have to decide what is most
important and practical to evaluate about yoUr program. Determining the purpose of the evaluation
is a critical step in tha evaluation process.

31 .
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2. Auc_. Who should the evaluation serve?

Evaluations are conducted to provide useful information for influencing decisions. Since
people make decisions, evaluations will be more useful if they are designed with specific people in
mind. There are usually three types of audiences for an evaluation study:

1. Decision makers and opinion leaders who will use the evaluation results to influence
decisions about the future of the program

2. Program staff and participants who are directly affected by the evaluation

3. The general public who would be interested in hearing about results but are not directly
involved in the program

The following checklist enumerates various audiences in these three categories who could po-
tentially be served by your evaluation. Use the checklist to help decide which audiences should be
involved.
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I/ AUDIENCE CHECKLIST

instructions:

2.1

Yes

In thii left-hand column, check whether the evaluation should serve each of the fol-
lowing audiences. In the right-hand column, place the audiences chocked "yes" in
rank order from greater to lesser importance . US8 "5" as the highest rank.

Decision Makers and Opinion Leaders. Have the sanction and support of relevant decision
makers ana opinion leaders for tile evaluation been secured? For example:

No Rank of Importance

Li 0 2.1.1 Local boards?school

E El 2.1.2 Local advisory committees?

i 2.1.3 Community leaders?

El 2.1.4 State boards of education?

rl 0 2,1.5 Federal funding sponsors?

2.1.6 State foradvisory councils career education?

0 El 2.1.7 Legislators?

1 1 1-1 2.1.8

fl 2.1.9

2.2 Prourem Staff ern! Participants. Are program staff end part cipants involved in planning
the evaluation? For examp;e:

El 2.2.1 Program staff (teachers, coordinators,,administrators, etc.)?

E 2.2.2 Participants, usually students?

E 2.2.3 Others involved in implementing the program (volunteers
from business, industry, labor, the professions, or govern-
ment)?

Li 2.2.4

2.2.5

2.3 General Public. Will the public be kept informed of the goals and results of the evaluation?
For example:

E7 El 2.3. i Parents?

El El 2.3.2 Other concerned citizens in the local community?

2.3.3 Professional colleagues in career education and evaluation?

Li j 2.3.4

lE 7 2.3.5
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2.1 Decision Makers and Opinion
Leaders. Have the sanction and support
of the relevarit decision makers and
opinion leaders been secured?

The first group on the audience checklist in-
cludes decision makers with positions of for-
mal authority as well as those persons stra-
tegically located at lower levels. Members of
this group include local school boards, advisory
committees, state boards of education, state
advisory committees for career education, com-

munity leaders, administrators, federal funding sponsors, and legislators at the local, state, or federal
levels. This group usually represents the highest priority audience, especially if the focus of the evalu-
ation is on the sum worth of the program.

A study of twenty federal health evaluations was conducted in order to identify f :ctors that increase
the use of evaluation results (Patton and others, 1973). The study revealed that the ,ingle most im-
portant factor was the "personal factor." The personal factor is made up of "leadership, interest,
enthusiasm, determination, cornmiti.lent, aggressiveness, and caring about the evaluation (or program)."
In other words, when decision makers and other relevant audiences were involved in thinking through
and designing the study and were interested in and committed to the study, evaluations had an impact.
When these personal factors were absent, there was a marked decrease in impact. Individuals who care
about seeing evaluation results utilized should take seriously their responsibility for identifying relevant
decision makers. This means finding a few decision.makers and other strategically located persons who
have a genuine interest in evaluation information and in the program, who know what questions they
want answered, and who know how to use the evaluation information once findings are available.
Evaluation should be conducted with these specific people in mind. This is the key to success.

---7 The second group of users of the evaluation
2.2 Program_Staff and Participants. results include program staff and participants.
Are program staff and participants in-

i iesvolved in planning the evaluation? tinhoostehewphroogarraemaccsuouchntaasbaledmfoirn

istrnipalteornrnt-,

teachers, counselors, other learning facili-
tators, coordinators, etc.

2. those who help implement the programsuch as resource persons from business,
labor, industry, the professions, and governmentbut are not directly accountable

3. participants in the program

Program staff are frequently asked to use the results of the evaluation to make changes and improve-
ments in the program. Program staff are also likely to be the most threatened by the evaluation.
During the initial planning phase and throughout the evaluation, staff and participants should defi
nitely be involved in:

reviewing the evaluation plan to insure its congruence to actu.,1 program activities

suggesting additional important ouummes that the evaluation should assess
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interacting with the evaluator to voice concerns, constraints, and limitations that should
be acknowledged in the evaluation

reviewing evaluation instunnts for their fairness, comprehensiveness, and sensitivity in
measuring important aspcts of the program

reyiewing drafts of evalu tion reports

These people turn the key. If these individuals are involved in designing, critiquing, ind imple-
menting the evaluation, they will more likely to accept, believe in, and use the results of the evalu-3

ation to improve programs

2.3 General Public. Will Vie general
public be kept informed 1.f the intents
and results of the evalu,tion?

The third group of users of the evaluation in-
cludes parents, concerned citizens, professional
colleagues in career education and evaluation,
and others who are interested but not directly
involved in the program. The evaluation re-
sults may serve several purposes with this group,
including:

keeping the public informed about the goals and progress of career education

keeping colleagues informed about the progress, strength, and weakness of your.program

This group usually will not provide much input into the content and method of the evaluation; how-
ever, their opinions about the program may influence their future support of and involvement in career
education and thus indirectly influence the future of this particular program. The lock is open.

There are many potential audiences for an evaluation. The evaluation will benefit if you identify
these audiences and make decisions about which of them are most important to involve in designing
the evaluation. Knowing who the evaluation should serve will help you decide what kind of informa-
tion to ask about the program.
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There are many,potential questions that could be answered through an evaluation of a career
education program. In fact, there are more questions than could possibly be addressed through any
single evatfiation. It therefore becomes essential to decide which evakiatien questions about your
particular program are most important and most practical to answer. The checklist below divides
potential questions into seven major categories Exempt of specific questions for each category are
listed in thq mini-checklists that foliow.

QUESTION CHECKLIST

Instructions: Decide_which types of questions y aluation will answer by assigning a percent
to each of the following categories of questions. The percents should total 100 per-
cent and should reflect the relative importance of the categories. If you think that
any of the question categories are not appropriate, assign them 0 percent.

Immediate Student Outcom'es. Questions about changes in students' knowledge,
skills, attitudes, or behaviors resulting from a career-education experience (e.g.,
increased knowledge about careers, improved job-seaking skills, improved attitude
toward work, etc.)

Long-Term Student Outcomes. Questions about the impact of career education on
siudents' career development after they leave school (e.g., job placement, satisfaction,
retention, advancement, etc.)

% 3.1

% 3.2

% 3.3

% 3.4

% 3.5

% 3.6

intended Program Outcomes. Questions about chanr the program is designed to
bring about that are broader than individual student outcomes (e.g., increased com-
munity involvement in the school, increased student involvement in community-
based work experiences, etc.)

Side Effects. Questions about unintended or "spin-off" effects that the program
may have on the school, students, teachers, parents, or the community (e.g., decreased
local youth unemployment, decreased absenteeism, increased teachers' job satistac-
tion, etc.)

Program Characteristics. Questions about program resources, processes, and partici-
pants (e.g., number and type of students involved, cost, instructional process, etc.)

Program Standards. Questions about how well the program meets standards (e.g.,
reasonable cost, relevance to needs, current content, absence ot stereotyping by sex
role, etc.)

3.7 Audience Judgments. Questions about the judgments of various audiences on the
program (e.g., students, teachers, parents, employers, etc.)

% 3.8 Other.

100 % Total
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Examples of evaluation questions for each of these seven categories are provided in the follow-
ing seven mini-checklists. These questions are meant to stimulate your thinking about the many
possible questions that could be answered through an evaluation. Space is provided on each list for
you to add additional questions.

MIN1-CHECKLISTS OF EVALUATION QUESTIONS

Instructions: Rate the importance and feasibility of answering each question from higher
to lower where 5 = higher, 4 = moderately high, 3 = moderate, 2 moderately
low, 1 = lower.

Enter your rating in the spaces provided on either side of
lists. An example of the rating is provided below:

Impartence

4

5

5

Interpretation:

EXAMPLE

ons in the following check-

Feasibility

Do students in the program have improved 4
knowledge of careers?

Do graduates of the program have improved 2
career satisfaction?

What is the cost of the program per pupil? 5

a

Those questions which are rated higher in importance (4 or 5) and whose feasibility of being
answered are at least moderate (3 or higher) are the most appropriate to address in the evaluation of
your program.
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3.1 mrnedite Student Qutcprn.
Should the evaluation answer questions
about changes in students' knowledge,
skills, attitudes, or behaviors resuiting
from a careereducation experience?

I mportance*

.11111111.11.

1111[1[1..!

1111111...

=PM1.1111MIP

M.11.=1101111.

Do students in the program have improved/
increased . .

career/job knowledge?

career dscisions?

decisioii-making skills?

job hunting skills?

attitude toward learning?

desire to work?

self -confidence/maturity?

interpersonal skills?

self-understanding in relation to careers?

specific occupational skills?

competence in basic academic skills?

work habits?

awareness of opportunities for continuing
their education?

productivity in use of leisure time?

awareness of means to change career
options?

*5 = higher, 4 moderately high, 3 = moderate, 2 = moderately low, 1 = lower.
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3.2 Long-Term Student Outcomes.
Should the evaluation answer questions
about the impact of career education on
students after they leave school?

Importance*

MM. ....=1141...

001011=11141.MIM

11111m..-

OVAIKINIMINIM

!MO!!

Do graduates of the program have
improved/increased ..

career identity?

career placement?

career satisfaction?

job performance?

job retention?

career mobility and advancement?

salary levels?

placement in career-related
educational programs?

self-identity?

self and social fulfillment?

involvement in continuing or
recurrent education?

personal responsibility to
employer?

*5 = higher, 4 = moderately high, 3 = moderate, 2 = moderately low, I = lower
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3.3 fntended Proeram Outcomes,
Should the evaluation answer questions

\ about changes the program intends to
'Wing about that are broader than in-
dividual student outcomes?

Has the program increased/improved .

importance* Feasibility*

.

collaborative relationships with the em-
ployment community?

community awareness of career education?

parental involvement in career education?

infusion of career-education concepts into
academic subjects?

unpaid "career-exploration" work
experiences for students?

instructional materials and supplies
for career-et.vcation activities?

F icational personnel's competencies
carrying out their roles in career

education?

plans for coordinating and implementing
comprehensive career education programs?

career guidance, counseling, placement,
and/or fohow-up services?

1=11111111111111I

011,MINI.IIMM11,11=111

11100.10=.111

.111=.11111.

11111110.

svommoi.....a101

5 - higher, 4 = moderately high, 3 = moderate, 2 = moderately low, 1 = lqwer.
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I3.4 Side Effects. Should the evaluation
answer questions about unintended
or "spin ott" effects?,

.1Importance*

IMOIMIM111=10

Has the program . . .

increased/reduced absenteei \ssi, tardiness,
or truancy?

raised/declined achievement test \Scores?

improved/lowered performance in non-
career oriented school subjects?

increased/decreased vandalism, disruption,

discipline problems, or alcohol/drug

abuse?

increased/decreased parental involvement

in the school activities (PTA, etc.)?

increased/decreased community support of
the school through bond issues?

increased/decreased local youth employ-
ment?

*5 = higher, 4 = moderately high, 3 - moderate, 2 moderately low, 1 lower.
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Importance*

.N.41101.1.4111.=

41111011MMI.110!..

MIN..11011

11.101!IMIIIMM

What are the program's . .

purposes?

costs (total and per pupil)?

number and type of students served?

type and level of community involvement?

curriculum materials?

instructional processes?

staffing requirements?

time requirements?

in-service requirements?

provisions for populations with special
needs (e.g., handicapped, bilingual,
disadvantaged, minorities, etc.)?

provisions to promote sex fairness?

*5 = higher, 4 = moderately high, 3 = moderate, 2 = moderately low, 1 - lower.
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3.6 Program Standard& Should the
evaluation answer questions about how
well the program meets standards for
high quality career-education programs?

.0

Does the career-education program . .

Importance* Feasibilite

have accurate and current content?

focus on relevant topics?

have a reasonable coat?

avoid stereotyping by sex role, race,
age, or handicaps?

have community acceptance?

have flexibility?

use resources (time, people, dollars)
efficiently?

have comprehensiveness/variety/
range?

ha Novisions for continuity and
fallow-through?

appear planned/coordinated/systematic?

appear balanced?

appear forward-thinking/experimental/
creative?

have evidence of success/effectiveness?

OMINIRMNIIIMMN

11101Im

01011.....0111.

....

1111.

=111110

*5 = higher, 4 .- moderately high, 3 = moderate, 2 moderawly low, 1 = lower

010.11110111101110.

msolalmodlomolk
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3.7 Audienc, Judgments. Should the
evaluation collect the iudgments of
various audiences involved in the
program?

Do students, teachers, parents, employers
and other relevant audiences for the career-
education program .

importance* Feasibility*

NOPMMMINP.

111.111=11.

have a positive attitude toward the
program?

express enthusiasm for Ve program?

perceive that the program has met
their expectations?

perch Fe the program as:

useful?

relevant?

high quality?

successful?

timely?

efficient?

= higher, 4 = moderately high, 3 - moderate, 2 ... moderately low, 1 lower
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I4. Process. How will the evaluation ba accomplishat7

To accomplish an evaluation, you need information about:

Activities and tasks for condutting the evaluation

Products the evaluation will produce

Time lines for completing tasks

Decision events in the evaluation p ess

If the evaluation process is carefully planned in 4ivance, the evaluation has a better chance of pro-
viding accurate and useful information. The pro4ess checklist presents four important factors to
consider in planning your evaluation procIss.

Instructions:

Yes No

I/ PROCESS C ECKLIST

Check ( ) the appropriate resp nse to each question.

0 0 4.1 Activities. Have the acti es for accomplishing the evaluation been thought
through and written dow

Ti E 4.2 Products. Have the major p ucts (e.g., instriments, reports, etc.) to be
produced through the,evalua ion been identified and described?

El E 4.3 .Time Lines. Have the various6aluation activities and products been carefully
scheduled over the available time?

El El 4.4 Decision Events. Have review points been built into the evaluation process for
making critical decisions?

4.1 Activities. Have the activities for
accomplishing the evaluation been
thought through and written down?

An evaluation has a beginning, a middle, and
an end. In the beginning, the evaluation is
planned and given focus. Important qumtions
`'Why are we doing this? Who should be in-
volved? What do we really want to find out?
How much money can we.spend? How can

we get this information? How might findings be used?"are asked and answered. In the middle,
the evaluation plan is implemented. Instruments are developed. Information about the program is
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collected, analyzed, and interpreted. In the end, the evaluation results are communicated and used.
The findings are summarized into technical and popularized reports and disseminated. The findings
may then be used to make decisions, improve the program, or provide evidence for accountability.
Below, some activities and tasks typically performed in an evaluati 3n are listed.

EXAMPLE EVALUATION At. TIVITIES

1. Plan and organize the evaluation.

Determine what information should be collected, who will use it, and how it will be used.

Budget and assign staff for evaluation.

Prepare for evaluation by developing a scope of work, a schedule, and role responsibilities.

2. Implement the evaluation.

Develop or select instruments for collecting the information,

Collect the information.

Analyze and interpret the information.

3. Communicate and USP the evaluation results.

Build acceptance of the evaluation results.

Prepare evaluation reports.

Disseminate evaluation results.

Use evaluation results.

4.2 Products. Have the major products

been identified and described?
t.o be produced through the evaluation

1. An evaluation plan which outlines

in evaluation studies:
Three types of products are generally produced

in some detail the components of
the evaluation: purpose, objectives, audience, questions to be addressed, procedures for
acc iplishing the objectives, activities and tasks, decision points, time lines, budget, staf-
fing, role responsibilities, instruments, data collection procedures, data analysis procedures,
repo! Ling procedures, and dissemination procedures.

/
2. Instruments for gathering information, for example: multiole-choice knowledge tests,

opinionnaires and rating scales, interview questions, scheOules for systematic observation,
and performance test:
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Reports which present the findings, including technical reports and executive summaries
for sponsors and decision makers; popularized reports and news releases for participants,
colleagues, and the general public; and "in-house" improvement-oriented reports for proj-
ect staff.

4.3 Time Lines. Have evaluation activi-
ties and products been carefully scheduled
over the available time?

Time lines are among the most critical elements
in the evaluation process. The following con-
siderations are generally important ones for
establishing the occasions when evaluation in-
formation is collected:

Baseline information. Time should be allotted for collecting information before partici-
pants are exposed to the program so that changes in knowledge, skills, or attitudes can be
evaluated.

Sufficient time. Enough time between pre-test and post test for some changes in participans
to take place should be allowed.

,Timeliness. The results of the evaluation should be available in time to use in decision
making.

School schedules. Data collection activities should be timed to fit school schedules.

4.4 Decision Events. Have review points
been built into the evaluation process for
making critical decisions?

A decision event or "milestone" in the life of
a project is a pivotal ooint that requires an
information-based review because several de-
cision alternatives are possible. These decision
alternatives are usually of three types: (1) to
proceed without changes, (2) to make minor
changes, or (3).to make major changes.

In an evaluation effort, oecision-event reviews provide an excellent opportunity to have external
reviewers or evaluation auditors review evaluations developed by in-house staff. As a device to lend
credibility and objectivity to an evaluation effort, the involvement of external reviewers is less expen-
sive than contracting the entire evaluation process externally.

The remainder of this unit covers thikee topics: (1) identifying and selecting decision events for
review, (2) preparing for the review, and (3) conducting the review. For more information about
decision-event reviews, see Walker, 1973.

Identifying and Selecting Decision Events

Important points in the life of a program should be identified as iikely decision events. Some
likely decision events in an evaluation effort would be:
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after drafting an evaluatien plan but prior to implementing it

after drafting an evaluation inraument but prior to collecting the data

after drafting an evaluation report but prior to disseminating it

Each of these decision events is an important future-oriented step in an evaluation effort that could
benefit from a reappraisal.

Preparing for the Review

A decision-event should include:

claiins for the product (e.g., plan, instrument, report) being reviewed

2. information that supports thcse claims

3. decision alternatives (e.g., no changes, minor changes, major changes)

4. opportunity for specific comments and recommendations of the reviewers

5. a review process (e.g., mailing out the product to reviewers, bringing in consultants for
the day, etc.), a time for the review, and persons to conduct the review

A sample decision-event review form for a career-education evaluation instrument is presented in
Figure 5.

Figure 5

Sample Decision-Event Review Form for an Evaluation Instrument

Claim Evidence Decision'
Comments/Recommendations

of Reviewers

Congiuence. The items are See instrument. See program B The items on job hunting emphasize
logically derived from the objectives, different skills than the original objec-
program objectives and fives in this area.
activities.

Comprehensiveness. The See instrument. A test blue- C Additional items should be developed
items cover all significant print was used in developing to measure affective outcomes, e.g.,
aspects of the program. the items. attitudes toward learning, desire to

work, self confidence, maturity, self-
understanding, and interpersonal skills.

jmportanre The items See instrument. An advisory B The items on decision-making skills are
measure significant as . panel of teachers and students trivial.
opposed to trivial leamings. reviewed the instrument.

Clarity. Instructions are Secs is'istrument. The instru A instructions are excellent. Items are
clear, items are straight- meal was pilot tested with clear and simply stated.
forward and unambiguous a group of students.

'Decision Alternetive5
A = Adequate, no change
B - Minor changes
C Major changes
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A decision-event review is based upon the claims or standards for the product being reviewed.
Three subsequnnt units of this handbook present standards for reviewing the three decision events
described above. Standards for reviewing evaluation plans are presented in Unit 7. Standards for
reviewing evaluation instruments are presented in Unit 8. Standards for reviewing evaluation reports
are presented in Unit 11.

Conducting the Review

Reviewers may work on-site or in different locations, independently or as a team. In every' case,
the general charge is for the group to review claims and supporting evidence provided by program per-
sonnel and to look for discrepancies between those claims and the actual project. Reviewers should
complete the review form and prepare written reports (before they leave the location if on-site) that
include (1) their judgment of whether claims were achieved, (2) their rationale for reaching their con-
clusions, and (3) specific recommendations for improving the project.

Summary

The chart pictured in Figure 6 combines the compornmts described in this section into
one chart. Evaluation activities, symbolized by rectangles r.--1 , are scheduled over an 11-month
time peridd. Evaluation products, symbolized by circles 0 , and decision points, symbolized by
triangles A , are drawn in at the point in time when they are scheduled to be completed.
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Figure 6

Chart of Evaluation Activities, Products, and Decisions

2 3 4 5 6 7 8 9 10 11 Months

Plan and Organize the Evaluation

2. Implement the EvAluation

3. Communicate and Use the Evaluation Results

I 3.1

Evaluation Activities

1. Plan and Organize the Evaluation

1.1 Determine what intormation should
be collected, who will use it, and how
it wH be used.

1.2 Budget and assign staff for evaluation.
1.3 Organize for evaluation by developing a

scope of work, a timeframe, and role
responsibilities.

2. Implement the Evaluation

2.1 Develop/select instrument(s)
for collecting the information

2.2 Collect the information.
2.3 Analyze and interpret the information.

3. Communicate and Use the Evaluation Results
3.1 Build acceptance of the evaluation results.
3.2 Prepare evaluation reports.
3.3 Disseminate evaluation results.
3.4 Use evaluation results.

Evaluation Products 0
1. Evaluation plan
2. Evaluation instrument(s)
3. Evaluation report(s)

Decision Points s.
1. The evaluation plan is reviewed prior to

implementing the evaluation.
2. The evaluation instrument(s) is reviewed

prior to collecting the data.
3. The draft of the evaluation report(s) is

reviewed prior to dissemination.
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5. Staff. Should some type of expert evaluation sae _ ices be sought?

The people who plan and implement an evaluation are essential to its success. The type of
staff used in an evaluation influences the cost, quality, credibility, and usefulness of the evaluation
results. This unit presents some alternative ways to staff for evaluation and some guidelines to locate,
select, and use evaluation services. When possible the evaluator (if other than project staff) should
be involved in the project as early as possibleperhaps even consenting to write the evaluation section
of the proposal. The staffing checklist presents four important questions about your evaluation
staffing.

It STAFFING CHECKLIST

Instructions:

Yes No

Check ( ) the appropriate response to each question.

ED El 5.1 Credibility. Will the individuals who conduct the evaluation be perceived
as credible?

LI El
5.2 Cost-Effective Staffing. Is the staffing for the evaluation cost-effective?

El E 5.3 Qualifications for Evaluators: Do you know what qualifications are needed
in an evaluator for your program?

E I I 5.4 Locating Staff. Do you know how to locate competent evaluation services?

5.1 Credibility. Will the individuals
who conduct the evaluation be per-
ceived as credible?

Credibility of an evaluation is enhanced when
the evaluator has

independence from the program, and

expertie in evaluation

Evaluators should be protected from roles and situations that hamper their objectivity and ultimately
their credibility. There are three common pitfalls that hamper the credibility of evaluators. These are:

Role conflict. For example, a perin who has helped to develop a program is asked to
evaluate it.



Conflict of Interest. For example, a professional colleague or personal frieno is asked to
conduct the evalua.tion.

Cooptation. For example, the evaluator's job security or status would be threatened by
negative evaluation results.

5.2 Cost-effectiveStajlim. Is the
staffing for the evaluation cost-
effective?

Cost and credibility are Iwo key dimensions
to consider when staffing for evaluation. It
is desirable to set up organizational arrange-
inents that provide maximum credibility at
minimum cost.

A "ball park" estimate of the cost ot en evaluation is 10 percent of the total project budget.
However, the cost of evaluations can differ widely, depending on the scope of work and type of
staffing.

More credible evaluations tend to be more costly because they typically involve longer time
lines and the use of personnel with expertise in evaluation. However, there are compromises that
keep quality high and costs low to moderate. These compromises generally combine the independ-
ence and expertise of external evaluation with the cost-saving features of internal evaluation. Figure
7 illustrates the relative cost and credibility of several ways to staff for evaluation, and the pros and
cons of these methods are presented on page 55.

Figure 7

Credibility and Cost of Optional Ways
to Staff for Evaluation

CREDIBILITY

High

COST

Moderate Low

High
An external evaluator is
contracted for at least 10
percent of program budget.

Independent auditor verifies
the design and implementation
of the evaluation at key de-
cision events.

External reviews are
systematically used at
key decision events
throughout the project.

Moderate
Internal project staff with
competence in evaluation
are assigned major responsi-
bility.

Evaluation consultant provides
technical assistance in design-
ing an evaluation which is im-
plemented by project staff.

External reviews i, e used
at the end of the pi oject
only.

..

Low
Internal project staff are
assigned major responsi-
bility to evaluate but lack
expertise in evaluation.

Internal project staff without
evaluation expertise do the
evaluation informally.

No one is assigned r'sponsi-
bility for evaluation.
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Some pros and cons of these staffing options are highlighted below.

Pro Staffing Option Con

+ cheap no assigned responsibility nothing gets done

+ are familiar with the
project and the setting

know the people and
the political constraints

+ have low cost

assign responsibility to
current project statf

usually lack expertise in
evaluation

may experience role conflict
or cooptation

lack credibility

+ have expertise in evalu- hire evaluation expert(s) as
ation Part of project staff

+ are familiar with the
project and the setting

+ know the people and the
politics

+ have credibility
+ have expertise

+ are less susceptible
to role . onflict and
cooptation

e`rA

use externally contracted
evaluation services

high in cost cost

may experience role con-
flict or cooptation

E_
_ have only moderate

credibility

moderate cost

may lack familiarity with
the project, the setting, the
people, the political con-
straints

may be too "ivory tower"

+ have checks and
balances

+ have credibility
+ have expertise

+ have familiarity with
project, etc.

use a combination of
external evaluation services
and internal project staff

may range in cost
from low to high

The optimal staffing pattern for evaluation uses some combination of external evaluation èr-
vices and internal project staff. Several options are possible, for example: Have an independent third
party conduct an audit of your evaluation (guidelines for using auditors are described on pages 28
to 30); bring in an evaivation consultant to design an evaluation which is implemented by project
staff; collect advice from external reviewers at key decision events in,the project (guidelines for
conducting decision event reviews are discussed on pages 49 to 51).



5.3 Qualifications for Evaluators.
Do you know what qualifications
are needed in an evaluator for
your program?

High Medium Low

3 2 1

3 2 1

3 2 1

3 2 1

3 2 1

2 1

3 2 1

1

3 2 1

3 2 1

There are many important qualifications to
consider when seeking evaluation staff or ser-
vices. You 6an use the staffing-qualifications
rating scale below to rate personnel that you
are considering for evaluation roles. Simply
circle the most appropriate rating for each
characteristic and complete a total score.

STAFF QUALIFICATIONS RATING SCALE

Methodological

1.

tge questions to be ans red,
Knowledge of research: review and synthesize literature, conceptualize
problems, select inquiry strategies, formulate measura
specify evidence necessary to answer the questions, apply research designs which
control threats to validity and select samples.

2. Knowledge of innovations in evaluation: know evaluation theory and models,
use evaluation techniques from different disciplines, develop evaluation designs,
translate broad goals into measurable objectives, assess needs, develop standards
or criteria for judging program wortn, report evaluation results in a useful and
timely manner, develop recommendations, and administer evaluations.

* 3. Knowledge of educational measurement: locate and select tests, develop cognitive
tests, attitudes scales, interview schedules, surveys, opinionnaires, and other meas-
uring devices, and validate instruments.

* 4. Knowledge of statistics and data processing: choose and employ appropriate
statistical sts, use canned computer programs, develop computer programs, use
computerKad computer related equipment, design and manage data banks, and
interpret e esults of data analysis.

0* 6

Familiarity with the background, operations, substance, political factors, and
constraints of the program.

Knowledge of career education.

Personal

7. Freedom from vested interests in the outcome of the rvaluation.

8. Fundamental agreement with the philosophy of the program to be evaluated.

* 9. Reputation and status in the professional tcknimunity.
\ \\

10. Trust and respect of the program staff.

*especially important for summative evaluations
**especially important for formative evaluations

Some rough guidelines for interpreting total scores on the staff qualifications checklist are presented
.below. However, remember th c these qualifications may vary in importance for the evaluation of
your particular program.

30-27 26-23 22-19

Excellent Very Good Good
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5.4 1.z.os_atimat. Do you know
how to locate competent evaluation
services?

Career-educition project directors may,find it
difficult to know when they are hiring a pro-
fessionally competent and ethically responsible
evaluation consultant. Lippitt (1974) states
that "many a manager has soured on the use
of consultants because of experience with in-

adequate results, lack of client readiness, inappropriate ethics, hith costs, and minimum contribution
to problem solving." There have probably been even more sour experiences with external evaluators
than with other types of consultants. Yet, as explained in Section 5.1, outside consultants provide
an independence and expertise that are often essential for obtaining credible evaluative information.
One solution to the dilemma lies in learning how to select the right consultant; Six recognized meth-
ods of selecting a consultant (Lippitt, 1974) are as follows:

1. The client should determine the nature and scope of the project prior to negotiating with
prospective consultants.

2. The client should review qualifications and experience of various consultants in relation to
the project anc should make a short list of consultants qualified far consideration.

3. The client should meet with each of these consultants to discuss the project and their ap-
proach to it, and should ask each of them to submit a one or two page prospectus and
budget.

4. The chant should check in depth the references of those consultants being seriously con-
sidered.

5. The client should then study the prospectuses in terms of each consultant's understanding
of the problem, approach, probable benefits, costs, and particular ability to meet the re-
quirements of the contract. In analyzing this information, the client should carefully
consider the qualifications of the personnel who will xtuatly be working an the project.

6. The client should base the final selection on a careful weighing of the al ove factors. Final
negotiations should follow the selection of one consultant,

Martha Williams at The Network develope ' a Program Evaluation Planning Packet (1976) for
project managers which outlines ten tips for Jmers of evaluation consultant services. These are:

1. Solicit recommendations for evaluation consultants from other consumersproject direc-
tors, school district administrators, state department of edu-,-ation personnel, or a human
resource file.

2. Find an educational evaluator, not simply a person with strong statistical or computer
background. The consultant should have experience in evaluating educational projects
(both process and product evaluation) and be familiar with design constraints and alter-

natives.

3. When you have identified candidates, ask them for names of other clients they have served.
It's wise to talk with a few others who have worked with the consultant tt learn about his
or her Ayle, expertise, and ability to work within a schedule.



4. Choose a consultant easily accessible to the project. A consultant who is geographically
close to the project site can be available for meetings, on-iite data collection and reporting,
and other aspects of the formative evaluation process. Also, keeping travel costs down
helps to make the evaluation cost-effective.

5. Determine the cost of evaluation in advance, based on what is budgeted or what can be
transferred to an evaluation line item. A good rule of thumb established the cost of eval-
uation between three and eight percent of the total project budget.

Negotiate witii the consultant for frequent on-site visits to discuss procedures, interim
results, and problems which arise.

7. Contract carefully with the consultant. When formulating a contract with an outside
evaluation consultant, the following things should be considered: (a) who has title to
the datamake certain that the project, notthe evaluator, has that title; (b) the exact
terms of the evaluationwhat is expected of whom, when; (c) the number of days on-
site; (d) the itemized budget for the evaluation; and (e) a cancellation clause allowing
30-day notice for cancellation of the contract for both the project and the evaluator.
The contract should be in writing, signed by both client and consultant.

8. Be sure the consultant is introduced toend accepted by key individuals involved in the
evaluation. If the consultant meets resistance in obtaining data, the evaluation will be
weakened.

9. Consider having the consultant conduct in-service sessions for project staff and teachers
to acquaint them with the purposes and procedures of evaluation. Be sure staff under-
stand the way in which the results of the evaluation will be used.

10. Establish the evaluation design as a cooperative effort involving the project director, the
project staff, and the evaluator. This invoNement will increase the usefulness oi the study
and results, take into account reality factors and limitations, and insure that the consul- .

tant's interests and orientation don't overly influence the design.
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I6. litri.L....vIbiliutAutri . Itarve the proegram latt and

The relatior4lip between an evaluator and the program staff is a critical element in the success
of an evaluation Most of us are somewhat threatened by the prospect of being evaluated. We may
become especially wary when the evaluator is external to the project There is a fear that the evalu-
ator may not fully understand the projectits history, setting, constraints, philosophy, activitim
and outcomes. There is also a fear the evaluator will impose his/her own values on the program or
will have a different philosophy of cilreer education thin that emphasized by the progrem. Another
common fear is that the evaluator will pursue the perfect research design and thus miss the true im-
pact of the program.

The evaluator also has fears. The evaluator may fear that his/her hands will be tied by the proj-
ect staff and thus be prevented from taking an objective view of the program. The evaluator may fear
that less than positive results about the program may cause problems or that probing items may be
deleted from instruments.

Some of the fears can be allayed by clarifying roles, responsibilities, end authority for the pro-
gram staff and the evaluator at the outset of an evaluation effort. The Raponsibility/Authority
alb:knit summarizes some eilles WhfWe clarity and agreement afe essential.

RESPONSIBILITY/AUTHORITY CHECKLIST

Instructions: Check ( ) the appropriate response to each question.

Yes No

El L3 6.1 Evaluator-Administrator Responsibilities. Have responsibilities been clearly
defined for the edministrators and evaluators?

El Li 6.2 EvaluatorAdministrator Authority. Is there agreement about the etieluation
decisions and who will make or be involved In them?

6.3 Communication/Protocol. Have the channels of communication among the
project sponsors, project director, project staff, and the evaluator been es-
tablished?

El El 6.4 Disagreement;. Are there procedures for resolving disagreements between
program ctaff and evaluator; if and when they arise?



6.1 EvaluatorAdmigistrator 13esoonsi7
bilitieq. Have responsibiiities been
clearly defined for the administration
and evaluations?

"An evaluator is a resource and should not be
supervised by the administrator. The relation-
ship should be much like that of a doctor-
patient or lawver-chentwhile the client main-
tains the final veto power, the evaluator has
discretion and freedom to propose and even-
tually implement methodological practices.

Obviously, these must be agreed to by the client before they are initiated." (Adams and others,
1976)

Decisions about who should take responsibility for various evaluation activities should be made
at the outset of the evaluation process. These decisions should be based on the answers to such ques-
tions as:

Would the activity benefit from evaluation expertise?

Should the activity be performed by an independentiKty to enhance the credibility of
evaluation results?

Should the activity be performed by someone who is intimately familiar with the project
to insure that the evaluation will provide useful information to relevant audiences?

Should the activity be performed by project staff to conserve resources?

A sample division of the responsibilities between evaluation and administration has been drawn
up using the above guidelines. Figure 8 oh page 61 lists some activities typically performed in an
evaluation and a potential division of r esponsibility between evaluators and administrators for each
activity.

There is an important balance to maintain between the respective roles of evaluators end program
staff: Program staff should help insure that:

the program is evaluated fairly

the evaluator's values do not unduly influence the direction of the evaluatiorr

checks and ..`viances are used in the evaluation process to incorporate alternative pOnts of
view and preent a one-sided evaluation

there are frequent opportunities for interaction between teachers (or other program staff)
and the evaluator in order to report on progress and share concern:

On the other hand, the evaluator must help enst e that:

the evaluation ot the program is as objective, impartial, and unbiased as possible

evaluation instruments allow the respondent to provide honest rather than "socially
acceptable" responses
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the evaluation instruments ask probing questions

the evaluation instruments delve into the viesknesses as well as the strengths of the program

negadve findings are reported honestly

findings are carefully qualified end are five of exeggeration or overstatement

Figure 8

EvaluatorAdministrator Responsibilities

Evaluation Activity

1. Plan the Evaluation, including
-

^I

Responsibility

Determing what information should be collected, who will EA*
use it, and hoW it will be used

Budgeting and assigning staff for evaluation A

Organizing for evaluation by scheduling activities and products
and determining role responsibilities

Implement the Evaluation, including

Developing or selecting instruments for gathering information EA

Collecting the information Ea

Anviyzing and interpreting the information Ea

3. Communicap and Use the Results

Ruilding acceptance for the results Ae

Prepar;rig evaluation reports Ea

DisSeminating evaluation results Ae

Using evaluaton results Ae

r A.E

*Key
A Administrator

Evaluator
Placement firit indicates major responsibility; placement second indicates less responsibility.
Capital letters indicate major input: small letters indicate less input.
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6.2 EvaluatorAdministrator Authority.
Is there agreement about the evaluation
decisions and who will make or be in-
volved in them?

signs off in what way

approves/disapproves
reviews, or
is informed

on what decisions

objectives for the evaluation
evaluation instruments
final version of the evaluation report, or
distribution of evaluation reports

Clarifying decisions and roles can be facilitated
by constructing a decision-by-person matrix
that specifies what person:

program evaluator
program director
project monitor
advisory committee (chairperson)
school board (chairperson)

Some of the critical decision areas which should be included in a decision-by-person matrix are
highlighted below.

Editing instruments. Who decides what items are included or excluded from evaluation
instruments?

Editing reports. Who decides what .formation is included or excluded in the evaluation
reports?

Disseminating reports. Who decides what audiences may receive the evaluation reports?

Passing judgments. To what extent will the evaluator interpret the results and draw con-
clusions about the sum worth of the program?

A partial example of a decision-by-person matrix is presented in Figure 9.

Decision

Final editing of
evaluation instrument

Release of
evaluation report

Figure 9

Partial Example of Decision-by-Person Matrix

Approves/
Disapproves

PD
PE

PD

Person*

Reviews

AC
SB

Is Informed
Ahoi

PM

PE AC
SR

*Person: PD=Program Director, AC-Chairperson of the Program Advisory Committee, SB-Chair
person of the School Board, PE-Program Evaluator, PM=Project Monitor.
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6.3 Comrnunication/Projocol. Have
channels of communication been es-
tablished?

Should the evaluator have direct contact with
the project sponsor or go through the project
director? Should the evaluator have direct
contact with project staff or go through the
project director? What protocol should be
followed in contacting various schools, class-

rooms, etc. where data will be collected? It is essential that clear channels of communication are
established and that appropriate protocol is followed in an evaluation.

Because evaluations are sensitive and value-
6:4 Disa reeme ts. Are there procedures laden, disagreements usually arise. Teachers
for resolving di greements between pro- may feel that their views have not been fairly
gram staff a evaluators? represented in the evaluation. The project

director may feel that the evaluation has
been unfairly harsh on the program. The evaluator may feel that a group of items, although contro-
versial, will provicre valuable insights about a program.

To avoid as many disagreements as possible, program staff and evaluators should maintain fre-
quent communication. Two-way exchanges of information about the progress of the evaluation de-
sign, instruments, activities, programs, and new developments are essential. However, even with
frequent communication some disagreements are likely to occur; perhaps the most common are
riffs loi0Ween teachers and evaluators. Because of the nature of evaluation, some disagreements will
not be possible to resolve to everyone's satisfaction. Nevertheless, strategies for arbitrating disagree-
ments, resolving conflicts, and gaining consensus should be devised for use in these situations.



7. pniqueness. What unique features of career
education influence its evaluation?

Evaluation has problems and processes that are common to all types of programs. However,
career education has some unique features that must be considered in designing an evaluation of such
programs. The Uniqueness Checklist summarizes some of the unique features of career educatiqe.

UNIQUENESS CHECKLIST

Instructions: Decide whether the following features of career education have been considered in
designing your evaluation by checking ( ) the appropriate box.

Yes No

0 0 7.1 The evolving definition of career education

Li Li 7.2 Disparate philosophies of career education

I 0 7.3 Illusive criteria for deciding if career education has truly made a difference

0 El 7.4 Differing theories of how career development takes place

El 0 7.5 Difficulty of measuring affective career-education outcomes

I 7.1 Evolvina Definition of Career
Education.

Career education is an evolving and elusive
concept. Just when you feel you understand
career education, the philosophies and trends
shift. Consequently, many different frame-
works, lists of goals and objectives, elements,

and instruments for career education have been developed. There are also divergent points of view
about what is and what is not career education as well as how it should be delivered. The concept
of career education varies from helping prepare learners for job roles to helping prepare them for
roles in the family and in society, as well as for activities in their leisure time. The delivery of career
education varies from infusion of career education concepts into the entire school curriculum to spe-
cific career education courses and units. Career education may have as many definitions as there ere
teachers, counselors, and others involved in its delivery. Some career edueation programs have no
underlying definitions, theory or philosophy to give the program direction.

Because career education is constantly changing and often highly individualized, it is difficult
to measure and ,umrnarize its impact on students. But the problems are not insurmountable. It is
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important to clarify and delimit what you are trying to achieve through career education before em-
barking on an evaluation. Then a variety of evaluation approaches that measure the various facets of
a career-education program can be quite effective. The areas of impact common to all techniques can
then be summarized. Review again the variety of approaches described in Unit 1 ("Purpose") to find
an approach or combination of approaches that will fit your unique situation.

7.2 Disparate Philosophies of
Career Education

Most people from educators to assembly line
workers to corporate presidents have an opinion
about career education. And there are many
different opinions about the role of career

education in our society. Some believe that career education is a process of providing systematic
information and experiences to assist a person's career development. Others believe that career edu-
cation is propaganda for capitalism and the protestant ethic of "hard work is its own reward." Still
others believe that career education is creating unrealistic expectations about the pleasures and satis-
factions to be derived from working when, in fact, much work is not pleasant. An individual's philos-
ophy of career education will strongly influence the way an evaluation of a career education program
is conceptualized and received. Therefore, clarity and agreement about the underlying philosophies
of career education among program staff, sponsors and evaluators is essential for an effective evalua-
tion.

"Big criteria hae little criteria that follow
1 7.3 Illusive Criteria. I arvind behind em." Career education opens

i up a vast array 6f outcomes that schools have
not been held directly accountable for in the

past. In basic skills it has been enough to prove that schools have helped students accomplish minimal
competency in the 3 R's. But in career education, proving only that kids have better self-awareness or
career awareness may not be sufficient. Critics ask "so what?" If students have self-awareness, will
they make more informed career decisions? If students make more informed career decisions, will
they have greater personal and occupational satisfaction? There is an almost endless chain of out-
comes, and it is necessary to identify the most important ones in order to evaluate whether career
education has truly made a difference on a student's career development.

7.4 Differing Theories of How Career
Development Takes Place.

Career Development is a complex and highly
individualized process. We do not yet know
enough about how career development oc-
curs to measure it confidently. Although
some authors claim to have developed tests

or kits of instruments that validly measure career development, these tests are limited by our lim:
ited knowledge of the career development process. At this time, there are few valid and reliable
measures of selected aspects of career development. Therefore, claims about what a career educa-

tion ir.Dtrument is measuring should be carefully qualified.
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7.5 DifficulAsf Afa_lective
Career Educati.an Outcomes.

Career education often emphasizes affectiite
outcomes, such as increased self-awareness,
improved work attitudes, clarified work values,
and more productive work habits. Affective
measurement presents some unique problems.
Affective outcomes are typically more diffi-

cult to measure than cognitive or psychomotor outcomes. Less is known about affective variables
and how they are formed and changed. It is often difficult to parcel out the affective outcomes that
the career education program has helped produce. Attitudes, vaaies, and appreciations are intimately
linked to an individual's personality and background.

A person's total environment influences attitude, growth, and change. Thus, it is very difficult
to determine when and how much affect've qualities are liming influenced by career education. Changes
in attitudes, values, and appreciations are difficult to dettct through paper and pencil evaluation

instruments.
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8. Planning Standsirdil. How do you recognize a good evaluation plan? \

This unit summarizes key ingredients in a good evaluation plan. It also outlines some criteria
for assessing the overall quality of an evaluation plan. Two summary checklists are provided. The
Checklist of Parts for an Evaluation Plan can be used with the aeaklist of Criteria to assess the over-
all quality of your evaluation plan. It would be appropriate to use either or both in a decision-event
review (see Unit 4 pages 49 to 51 for more information).

It CHECKLIST OF PARTS FOR AN EVALUATION PLAN

Instructions: Rate your evaluation plan by checking ( I ) the appropriate response about the parts
and the phrasing of your plan.

Conceptual Plan
Stated

Needs
Batter

Statement

8.1 Statement of purpose? 0 0
8.2 Questions to be addressed? 0 0
8.3 Audiences to be served? 0 0
8.4 Potential uses of the results? 0 0
8.5 Overview of activities? EI 0
8.6 Evaluation products to be developed? 0 0
Management Plan
8.7 Organizational locus of evaluation (e.g.,

rn
8.8 Policies and procedures affecting the evaluation?

inteal or external, line or staff)?

8.9 Staffing?
8.10 Role responsibility and authority?
8.11 Budget?
8.12 Facilities and equipment?
8.13 Time lines for activities and procedures?
8.14 Decision events and standards for

monitoring the evaluation process?

Technical Design
8.15 Data gathering instruments?
8.16 Data gathering procedures?
8.17 Sampling plan?
8.18 Data storage and retrieval procedures?
8.19 Data analysis procedures?
8.20 Data interpretation procedures?
8.21 Procedures for reporting the results?
8.22 Procedures for disseminating the results?
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Not
Stated

Not
Applicable

0 0
0 0
0 0
0 0
0 0
0 0



CHECKLIST OF CRITERIA FOR REVIEWING EVALUATION PLANS*

Instructions: Rate your evaluation plan againat the following criteria by checking ( 1 ) the appropriate
response.

Yes No

Li .0 8.1. Scope. Does the range of information to be provided include all significair as-
pects ot the program being evaluated?

[11 0 8.2. Relevance. Does the information to be provided serve the information needs of
the intended audiences?

0 6.3. Flexibility. Does the evaluation plan allow for new information need: o be
met as they arise?

El 8.4. Feasibility. Are the resources of time and money adeeuate to carry out the
evaluation as planned?

L. 1 El 8.5. Reliability. Me the information be collected in such a way that ;f someone
repeated the study they would obtain similar findings?

El LI 8.6. Qbiectivity. Have provisions been made to help eliminate bias ir data collection
and procealing?

LI LI 8.7. Liwesentess. Will the information collected accurately and fairly portray
the program?

10 8.8. Timeliness. Will the inform,Ition be provided in time tu be of me to the audiences
for the evaluation?

111 8.9. Pervasiveness. Will the information he provided to al: who need it?

El Li

8.1g. Ethical considerations. Will the evaluation guarantee confidentiality and pro-
tection for those who provide information?

8.1 . Protocol. Are conventional protocol steps planned for contracting people in
the appropriate sequen( e and for following existing )oiicies and procedures?

8.12. Security. Have provisions been made to maintain the security of the evalua.
tion data?

8.13: Credibility. Does the design of the evaluation encourage trust in the results by
relevant audiences?

8.14, Cost-effectiveness. Compared to its potential payoff, will the evaluation be
carried out at a reasonable cost?

*Adapted from James R. Sanders and Dean H. Nafziger, (1976).
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IMPLEMENTING THE EVALUATION

This part of the handbook is brief because there are numerous excellent resources available on
implementing an evaluation. Implementing an evaluation includes activities such as:

developing, pilot testing, and rev,,ing instruments

selecting a research design

developing a sampling plan and data collection schedule

selecting appropriate statistics for analyzing the data

collecting the data

coding, keypunching or tallying, and storing the data

analyzing the data by hand, calculator, or computer

summarizing the data into tables, charts, etc.

Basic introductory texts on research, measurement, and statistics are the most comprehensive
sources for learning more about thesel)pics. Some recommended resources are:

Research
Best, J. W. Research in Eck cation (3rd edition) Prentice-Hall, 1977.

Measurement
Ebel, Robert L. Measuring Educational Achievameat. "Englewood Cliffs, New Jersey:
Prentice-Hall, 1965.

Thor idike, Robert L. (ed.) Educational Measurement. Washington, D.C.: American
Council on Education, 1971.

Statistics
Guilford, J. J. Fundamental Statistics in Psychology and Education. New York: McGraw
Hill, 1965.

This part of the handbook focuses on one of the most critical aspects of implementing an
evaluationinsuri.ig that the data collection instruments will provide accurate, useful, and com-
prehensive information for making decisions about your program. For more detailed information
about developing evaluation instruments for career education, see A G'uide for Improving Locally
Developed Career Education Measures (McCaslin and Walker, 1977), in this Canoe? Education Meas-
urement series.
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9. Instrument Standards. How do you recognize a "good" evaluation instrument?

This unit contains guidelines for deciding if an instrument will .

provide the information you and others most need to know about the program and

provide reasonably accurate information;

Evaluation instruments can be very broadly divided into two categories:

7'

1. those that seek objective information, such as facts statistics, and direct measurement
of knowledge, skilis, or behaviors.

2. those that seek subjective information,-such as perceptions of needs, opinions, attitudes,
self-assessments of interests or abilities, and ratings or program quality

The following checklist is designed to help you review both types of instruments systematically
in order to assess their quality. The checklist could also be used in a decision-event review by ex-
ternal reviewers (see Unit 4, page 49 for more information.)

11 INSTRUMENT CHECKLIST

Instructions: Rate your evaluation instrument against the tollowing criteria to determine its
strengths and weaknesses. Check ( ) the appropriate box for each item.

Yes No

El 9.1 Relevance. Is the instrument appropriate for the program? Do the items describe
outcomes that are actually being sought in the program?

El Li 9.2 Importance. Do the items describe outcomes that are significant for students
to master?

El El 9.3 Practicality. Do the items describe outcomes the program can realistically change
in the amount of time available? (For example, some outcomesself-concept,
work values, etc.change more slowly than others. Some outcomescareer
placement, satisfaction, advancement, etc.may be tc distant to be affected
by the program.)

El El 9.4 Measurability. Is it feasible to measure the dimensions that the instrument is
attempting to measure with the resources available? (Some dimensions, especially
in the affective domain, are more difficult and time-consuming to measure pre-
cisely.)
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Yes No

0 0 *9.5 I na§assigsmithErziymtg: Do the items on the instrument represent a bal-
ance of information about all the important aspects of the program?

-
ED 0 9.6 Objectivity. Are the instructions and items worded in such a way that people

will respond honestly rather than in a "socially acceptable" way?

El El 9.7 Attractiveness. Is the instrument designed to encourage complete and thought-
ful responses? Does it have complete and clear instructions, legible print, at-
tractive layout, and reasonable length?

Ei Li 9.8 Clarity. Can the items be easily understood? Are they free from ambiguity?

E3 0 9.9 Readability. Do the items use as few words as possible to communicate? is
the reading level appropriate for the individuals to be tested?

El E *9.10 Challenge. Is the right answer so etivious that most students can answer it
from common sense? Is the right answer so obscure or tricky that everyone
misses it?

**9.11 Differentiation, If the test is norm referenced, has each item been tested
to ensure that it differentiates between students with the highest and
lowest ability?

TI El 9.12 Sex/Race Fai -ness. Are the items free from stemotypes by sex or race?

El 9.13 Manageability. Do your staff have the time and expertise to summarize and
analyze the information being collected? (For example, responses to open-
ended questions will take more time and experience to ;nterpret.)

1- -7 I 11

I 9.14 Validity. Has the validity of the instrument been systematically tested and
reported?

Li [1 9.15 Reliabiliv. Has the reliability of the instrument been systematically tested
and reported?

9.16 Item Analysis. Has an item analysis been conducted and used to improve the
test

Li LI 9.17 Pilot Testing. Has the test bee r. tried out with a group of typical respondents
and revised to irclude their feedback?

El LI 9.18 Usefulness. Has a use been determined for each piece of information to be
collected. Have the items with no apparent use been eliminated or modified?

*This criteria applies only to subjective items.
*This criteria applies only to objective items.
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COMMUNICATING AND USING EVALUATION RESULTS

Evaluation is an arduous undertaking, so it is unfortunate when evaluation findi gs are not
used. As discussed in the introductory section of the handbook, there are various reaoz why
evaluation results are not used. The results may arrive too late for making decisions. The results
may be too vague ,. complex, unclear, or redundant. The results may not be disseminated effectively
through various channels, or they may not be shared in a manner that communicates what they mean
and how to use them.

This section provides guidelines and techniques for increasing the use of evaluation results to
improve programs, make data-based lecisions, and Keep the public informed ot program processes
and outcomes.

This section contains four units:

Unit 10 provides ideas for dealing with the political factors that affect use of evaluation
results.

Unit 11 provides two checklists. One checklist is for reviewing the parts of an evaluation
report for completeness of information. The second checklist provides criteria for
assessing the accuracy, utility, and feasibility of evaluation reports.

Unit 12 provides guidelines for sharing the results of evaluations with different audiences
through popularized reports, multiple short reports targeted for different audiences,
executive summaries, news releases, presentations, and other media.

Unit 13 provides advice on using evaluation results to bring about change. Strategies
for overcoming personal and organizational barriers and ways to facilitate use of evaluation
results are discussed.
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10. Politics, What plitical factors might affect use of the evaluation results?

Evaluations are in part polaical activities and thus are susceptable to political influences.
Evaluathms are conducted to help decision makers decide wno gets what, so the political influ-
ences on evaluation whether subtle or blatant, are numerous. Have you considered the political
factors that influence your program and its evaluation? Many may be unique to your situation;
some, such as those presented in the following checklist, are widespread. Brickell (1975) has
developed a seriesof scenarios that describe political influences on evaluation, and the following
checklist is based on his work.

,

Instructions:

Yes No

POLITICS CHECKLIST

Consider each of the following factors and indicate whether it influences your pro-
gram by checking ( ) the appropriate box.

1.

El C] 10.1 Political motivation. Was the evaluation initiated for basically politically
reasons?

10.2 Payoff. Does the payoff for coming up with positive findings overshadow
the payoff for conducting an effective evaluation?

El 10.3 Negative findings. Have you thought about how you would handle un-
favorable or nonsignificant findings about your program?

Li Li 10.4 Realisticcriteria. Is your evaluation using realistic criteria for success?

D Pi 10.5 Decision influences. other sources of information besides the evalua-
tion results be used to decide the fUture of your program?'

1:3 Li 10.6 Slanted evaluation. Is the evaluation being unjustly slanted in either a
negative or positive direction?
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10.1 olitical Motivation.
Evaluations are initiated for a variety of
political reasons: to appease adversaries of
a program, to reap a reward such as special
funding or exemplary status, or to comply

with requirements (even when there is no real interest in using the results). Evaluations are seldom .
initiated from a truly objective, apolitical point of view.

L0.2.'
Payoff.

The payoff for evaluators, program directors,
and funding sponsors is usually to come up
with °skive evaluation results. Professional
courtes and a desire for continued business

often make an evaluator just as anxious for positive results as t e program staff. Evaluators have
been known to sit on the sidelines throughout the evaluation voicelessly cheering "Make a significant
difference." Program directors and staff naturally want to see their program praised and evaluated
favorably. Even project monitors and funding spcinsors want positive evaluations. After fighting to
secure funds for a program, helping to nurse it through the rough spots, and praising the program to
constitutents, project sponsors are much happier when an evaluation reveals positive outcomes.

,
Political pressures may encourage an evaluator to eliminate or play down negative findings in

repOrts and thus present an inaccurate or misleading picture of the program. It is your role to facili-
tate an effective and objective evaluation of your program.

A wise saying, first espoused by Rossi (1972),
10.3 Negative Findings. is "no good evaluation goes unpunished."

Evaluations can.usually be discredited on some
basis: inaccurate data, faulty instruments,

misunderstanding the program, incompetent interviewers, biased data interpretations, slanted writing
tone, etc. If someone is not satisfied with the results of an evaluation, it is often wsy to find weak-
nesses in the report.

) Encourage your evaluatn to provide specific and balanced information about thel.program's
/ strengths and weaknesses. Ask for constructive feedback so the weaknesses of the program can be

improved.

[ 10.4 Realistic Criteria.
Evaluations are sometimes conducted with
unrealistic criteria. For example, a program
to provide in-service training for teachers in
career-education infusion tactics may be

evaluated using student learning as the criterion. It would be difficult for even the best teacher-
training program to make significant, measurable differencet on student learning. An evaluation
using this criterion would probably be disappointing.

i10.5 Dzcision influences.

78

Evaluation results are usually treated as only
one basis for making decisions. Consequently,
a program with highly positive results may be



terminated because its substance is not a high priority item in a given year. °Another program may
have had no measurable impact but receive double funding after an especially effective testimony
before legislators:

The art of evaluating career education is at
10.6 Slanted Evaluation, an early stage of development. Because the

evaivation tools are limited, it is irnpossib!e
, to have clear-cut, totally decisive evaluation

findings. Given the state of the art, it is possible to use evaluation in some instances as a pawn.
Two evaluations of the same program could have directly opposing resultsone positive, the other
negative.
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11. Lisaort Standards. How do you re..ognizs a goe evaluation report?

A "good" evaluation report can take a variety of forms. It may be short or long. It may be
communicated in writing or through face-to-face dialogue. It r, ay be highly statistical or primarily

\desc.riptive and anecdotal in orientation. The type ot report which is prepared depends on the type
e.of program, purpose of the evaluation, and type of audience to which the results are being commu-

nicated.

is unit highlights the critical components of an evaluation (coon, elaborates on the content
making up these components, and summarizes some criteria for juaging the overall quality of the
report.

No two evaluation repo..., can be expected to have exactly the S'avi format and writing style,
but most reports should contain the following five components:

Cover page
Recommendations
I ntroduction

Evaluation procedures
Results

urther information about each of these componentt is/provided below. (adapted from Adams, 1976)

The cover page may give a descriptive title to
-11.1 Cover Pane, the evalunion study, such as "Formative

Evaluation Report for the Career-Education
Infusion Strategy Workshop." If the report

is informal rather than technical, then En informal title, such as "Results cnd Recommendations for
the Career Education lnfusionStrategi Workshop" mai( be more appropriate. If for a lay audience,
then a more "catchy" title may be app opriate, such as "Report Ci.rd on a Career Education Work-
shop."

This cover page should contain, in addition to the Vtle, the date of the report, the dal-, s o
ct, the author of the report, and the notation that it is an evaluation report. If the r port ;

Jor a limited, specified audience, the names of those authorized to see it may be includet in a si it!
ment of the privacy of the information.

The recommelidations generated as a result of
11.2 R ecommendations. the data analysis should be very acces$ible.

they are not e,fesented on the first page, their
location should be stated on the first page.

Eacn recommendation should generally be related to a specific decision faced by a reader or set of
readers of the report. In many ways the recommendations are the culmination of the study. The
entire impact of the evaluation may rest on the clarity, relevAnce, and credibility of the recommen-
dations. In a technical report, each recommendation should generally be releted to specific data.
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11.3 I ntroduction.
The introduction should provide a description
of the project/activity evaluated and a brief
overview of the purpose of the evaluation
study and the iotended audiences for the
evaluation report.

This section should include descriptions of
11.4 Evaluation Procedures. the instruments used, the overall evaluation

framework, the limitations of the study, and
the sources from which data were collected.

If the report is technical, the procedures may appropriately be written in a style similar to an experi-
mental At dy, If the report is popular, the procedures should be briefly described in non-technical
language,

The results should be presented both in simple
11.5 Results. summary tables when appropriate and in a

short summary description. if the report is
of a technical nature, the results may need to

be reported in detail so that they can be related to each recommendation.



%f CHECKLIST FOR RATING THE COMPONEN1 OF
THE EVALUATION REPORT

Instructions: Examine your evaluation report with respect to the following list of components
by checking ) the appropriate responsm

Needs
Well Better Not Not

Stated Statement Stated Applicable

11.1 Cover page

11.2 Recommendationa

11.3 Introduction

11.3.1

11.3.2

11.3.3

Purpose of the evaluation

Questions to be answered

Audiences to be served

D

L 1

Li

11.3.4 Document needs for the
program

0

11.3.5 Subject matter El

11.3.6 Ob'ectives of program El

11.3.7 I nstructionai procedures/
program activities

11.3.8 Participants: characteristics,
type, and number involved

1 1

11.3.9 School setting and staff
involvement

1L3.10 Community setting and
involvement

11.3.11 Costs: total and per pupil,
amount needed for initial
stert-up and for continuation

Li;
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0 D El

o P a
0 0 ri
ri 0 0

0 0 0
E E 0

Li

0 LI
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11.4 Evaluation Protedures

11.4.1 Overall framework

Well
Stated

LI

Needs
Better .

Statement
Not

Stated,
Not

Applicable

11.4.2 information sources (population,
sample)

C.3 El El 0

11.4.3 Data collection procedures/research
design

El

11.4.4 Instruments used El 0 El

11.1.5 Data analysis procedures El El El

11.4.6 Limitations, constraints, and
possible sources of bias

El 0 El

11.5 Results

11.5.1 Program outcomes in relationship
to needs of constituency

L. El

11.5.2 Attainment of objectives Li Li L 0
11.5 3 Unintended outcomes and social

benefits
LI E.] El

11.5:4 Cost-effectivness 0 LI El LI

11.5.5 Value of the outcomes El El El El

11.5.6 Conclusions 0
11.5.7 Summary LI
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CHECKLIST FOR RATING THE OVERALL QUALITY
OF THE EVALUATION REPORT

Instructions: Rate your evaluation report according to the following criteria by checking ( ) the
appropriate responses.

Yes No

Accuracy

0 El 11.1 Validity. Does the evaluation evidence present a true and fair picture of the
program?

11.2 Reliability. Would someone r4éing the evaluation obtain similar findings?

11.3 A propriate analysis. Is the luation information analyzed with appropriate
tec mques

El LI 11.4 Credible conclusions. Are the conclusions legitimately drawn from the
findings?

LI Li

11.5 Objective reporting. Are the results presented and interpreted credibly, in
the context in which they were collected, without overstatement?

Utility

11.6 Information scope, selection, and balance. Does the report focus on the most
significant aspects of the program being evaluated?

11.7 Audience accommodation. Is the report written with the audience's values,
information needs, and 1.3vel of knowledge in mind?

11.El Timeliness. Is the report timed appropriately to facilitate use?

Feasibility

1 1 F.] 11.9 Realistic. is the report constructive, specific, action-oriented, and sensitive
to the resources available for program improvement?

t [ _1 11.10 Readibility. Is the language, length, and organization appropriate to reader's
needs?

11.11 Political viability. Does the report illustratiknowledge of and sensitivity to
the political context in which the program operates?
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12. Dissemination. What techniques will be used to
---dirsernri-aWthe evaluation findings?

The following checklist illustrates some techniques that can be used to communicate avalu
ation findirgs to varied audiences.

If DISSEMINATION CHECKLIST

Instructions:

Yes No

Survey the six techniques listed below and check the ones that would be most appro-
priate fcr sharing your evaluation findings.

Li Li 12.1 Comprehensive technical report.

Li E 12.2 Technical report supplement with detailed recommendations for improve-
ment for the program staff.

El Li 12.3 Executive summary.

1--i
L.__J E 12.4 Multiple short reports targeted to the information needs of different audiences.

Li El 12.5 Popularized reports.

Li ri 12.6 News releases.

[1 Li 12.7 Oral presentation.

i :1 [-.1 12.8 Audiovisual presentation.

{--- Comprehensive Technical Repc rt.

A technical report is a comprehensive descrip-
tion of the evaluation procedures, the program
itself, and the evaluation findings with conclud-
ing interpretations and recommendations. The

technical report is intended as a back up or source document and should have limited istribution.
It viould be appropriate for the funding sponsor and the key decision makers who are k gely involved
in the program.

I 12.2 Technical Report Supplement.
An appendix or supplement can be added to
the copies of the technical report intended for
the program staff. This supplement (for in-
house review) would contain in-depth imor-

mation about specific aspects of the program that need to be improved. This supplement might also
contain information that is somewhat sensitive or so highly detailed that it would be of interest only
to the program staff.
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Most audiences receiving an evaluation report
12.3 Executive Summary. are more interested in the results than in the

methodology. In addition, most audiences
cannot afford the time to read carefully a

well-documented and lengthy evaluation report. The executive summary is designed to present a
brief overview of the procedures, the important findings, and the general recommendations. Obviously,
all the material presented in the executive summary is contained in the technical report. This sumn:ary,
usually one to *en pages in length; should make reference to the availability of the technical report.
The reader of the summary can glean the important aspects of the study and, if interested, can pursue
more detailed information in the technical report. This technique keeps busy administrators informed
and increases the potential for utilization of the evaluation data and results.

12.4 Multiple Short Reports.
If there are more than one audience for the
evaluation results, several rather short,reports
targeted for specific audiences nTrbe more
,feasible than a technical report abd an execu-

tive summary. Brickell (1974) found that decision makers prefer shore (1 page) and medium (10
pages) reports over longer reports. Brickell also found that most decision makers request short reports
for themselves and longer ones for their subordinates; however, when their subordinates were queried
they requested short reports for ther iselves and longer ones for their subordinates, and so on down
the hierarchy.

[
A popularized report is a medium length (10-

12.5 Popularized Reports. 30 pages) report written without sophisticated
terminology in a newsy, informative style. The
popularized report provides a brief overview of

the evaluation procedures and describes the program, especially unique or unusual activities, and the
results of the evaluation. The results might be portrayed through anecdotes about the impact of
the program on individual students as well as summaries of the major firdings, conclusions, and
recommendations.

12.6 News Releases.

I12.7 Oral Presentation.

Brief highlights 3f the evaluation finding.i can
be communicated through local newspapers,
newsletters, brochures, T.V. spots, and other
media. An example of a news release is pre-
sented in Figure 10 on page 89.

I f the audience!: of the evaluation report arc
not academicians or administrators, oral pres-
entations may have more impact than written
ones. Even if the audiences are academicians

or administrators, a formal oral presentation snould be.made. The oral presentatin:, would include:

a chort statement on the purposes of the evaluation

highlights of evaluation techniques kind results for 'each evaluation purpose
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Figure 10 Sample News Release

Shabazz 'Report
Good, With Ex
By RICHARD HAWS

Of The State Journal Staff

Mateo im Shabazz experimental
high school was fiaund Monday night
to be "fairly effective overall in
meeting student needs."

But in a relied on the three-year-
old school presented to the School
Board, there were some "questions
as to the structure and direction of
the program."

The report, the work of a citizen
committee of the East Educational
Area Advisory Council, spoke of the
"impression of disorganization."

'Lack of Involvement'

Most frequently mentioned as
weakness of the school was the "lack
of involvement by some students."

"Many parents feared that a large
number of students were not attend-
ing clause and not participating in
the irogram," the report uid.

Donald Hafeman, East Area at-
tendance director and in charge of
the school at 314 N. Sherman Ave.,
praised the report for Re objectivity,
and noted that it was the first citizen
review of the controversial school.

'Notable Features'

The evaluators did praise the
small class size and resultant low
teacher student ratios which it
called 'notable features which con-
tribute to effective learrjng."

"The closenees of teacher-
student relationships, facilitated
by the school's small size, is a

Card
ptions

major contributor to the personal
and academic growth of students?"
the report noted.

But the evaluators--1O East parents
rated the professional staff as more
committed to the controversial school
than to the students.

"Probably because of their concern
for those students who do not appear
to be involved at Shahan, the parents
did not rate student involvement and
commitment as favorably am they
rated the staff involvement," the
parents said.

A weakness in the program noted
by parents students, and teachers
alike was tire lack of adequate sup-
phis*, equipment and library facilities.

Hafeman said the report wonld be
carefully evaluated and used as a
guide toward narking possible im-
provements in the school.

recommendations

examples of strategies and techniques for implementing recommendations

Presenting evaluation results to a group or to an individual provides an opportunity to question
the results, discuss their implications, and J,Iterrnine what steps should be taken to use the results.
Through dialogue about the results, a constructive plan of action should be worked out to improve
the program, make decisions, and/or gain increased support.

A grnup presentation could use several speakers (e.g., a student, a teacher, an administrator, an
evaluator, and a project director) to djscuss the effectideness of the program from different points ot
view. Or various individuals could present the results .:o constituents other than their own. For ex-
ample, a teacher could present the results to a teachers' association, a parent to the PTA, a student to
the student body, and a superintendent to the srhool board,

Evaluation results can be effectively communi-
12.8 Audiovisual Presentation. cated through audiovisual reports as well as

wri-tten ancloral ones. Pictures, transparencies,,
slides, slide-tape presentations, films, and vAeo

:tapes can be used to nrovide the audience 0/0 sln easy-to-understand summary of the results. Audio-
visual materials can also be used to share highlights or key features of the program in an appealing
manner. However, most decision makers prefer the print medium to the audiovsual csrickell 1974).
Audiovisual materials are most useful in group settings for formal presentations.
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L 13 Use. How will the evaluation findings be turned into action?

To insure that the evaluation will improve the program being tested, you should develop an
action plan for using the results of the evaluation. The following Use Checklist cites six points to
consider when planning to use evaluation results.

If USE CHECKLIST

Instructions: Survey the six questions on considerations about uses of your evaluation findings, and
check ( ) any appropriate responses.

(es No

0 D 13.1 Data for decisipn making; Will the evaluation ruults be used as a basis for
making rational decisions about your program?

0 0 13.2 Type of decision. Are you clear about the type of decisions that the evaluation
results should influence?

0 0 13.3 Public Relations/Lobbyina. Will the evaluation results be used to keep con-
stituents informed of program outcomes in order to gain support for the pro-
gram or to influence future decisions and legislation regarding career educa-
tion?

D 0 13.4 Mrjul recommendatims Are the evaluation re-ommendations written in a
manner that will facilitate their use?

Li 0 13.5 Personal barriers and facilitators. Have you examined the various personal
reasons that individuals may have for adopting or resisting the evaluation re-
sults?

13.6 Organizational barriers aid facilitators. Have you examined the various or-
ganizational barriers to and ways to facilitate use of the evaluation results?

_ 13.1 Data for decision making. Will the
evaluation results be used as a basis for
making more rational decisions Libout
your program?

a'
Evaluation is nor an end in itself. The results
should be used as part of policy planning and
management. A major purpose of evaluation
is to provide a basis for making rational rather
than intuitive decisions. Most decision makers
Nould like to have accurate information to
help them make better decisions. Patton (1975)

found that evaluation results are frequently used by decision makers but not often in the clear-cut
and organization-shaking ways that sociai scientists sometimes believe these results should be used.
Decision makers can use evaluation results to:
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resolve doubts, confusions, and misunderstandings that different audiences may have
about the program

provide additional knowledge to support already known facts, to confirm obietvations, or
to verify suspicions

supplement professional judgment

fill in gaps with pieces of information about the program

influence subsequent decisions on related programs

provide documented evidence of program success and failures.

Problems result not only when evaluation results are disregarded but also when the evaluation
results are misused. Data is prevented from influencir.: decisions by numerous kinds of misuse, in-
cluding the following three frequently found kinds:

)\, II"Fuddlmg. An ancient and reyered skill of accomplished bureaucrats is "fuddling," the
device of shuffling reports and recommendations by asking for signatures
and clarifications without ever actually implementing any of the recommendations.

"Misuse of Evaluation." Evaluation results may sometimes be used to justify conservative
predecisions rattier than progressive improvement of programs.

"Overemphasis on evaluation." On occasion, evaluation results can actually be overempha-
sized. Muskin (1973) has documented cases in which decisions to terminate programs
were based on evaluations that had unsound methods or faulty conceptualization.

13.2 Type of decision. Are you clear
about the type of decision that the
evaluation results should influence?

The decisions to be influenced by evaluation.
data include four types: planning decisions,
structuring decisions, implementing decisions,
and "recycling" decisions. Figure 11 illustrates
these four types of decisions and categorizes
them by whether they are concerned with in-
tended ends or means or actual ends or means.

Intended ends are the objectives and planned outcomes of a program. Actual ends are the ac-
tual outcomes and results of a program. Intended means are the planned procedures for implementing
a program. Actual means are the ways the program is actually implemented.
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Ends

Means

Figure 11

Type of Decisions *

Intended Actual

Plenninit Decisions

To determine objectives

What needs should this
program meet?

Recxcling Decisions

To judge end react to
attainments

Does this program work
or not?

Structuring Decisions

To design procedures

How can these needs be
met most effectively and
efficiently?

Implementing Decisions

To utilize, control and
refine procedures

How can this program
be improved?

Adapted from Stufflebeam (1972).

13.3 PubliC Relations/Lobbying. Will the
evaluation results be used for public rela-
tions or lobbying?

In addition to decision making, evaluation
re4ults can be used for public relations or
for lobbying:

' to keep constituents informed of the status and outcomes of career education locally,
statewide, or nationally

a to gain support for a particutar program or for career education in general

to influence future decisions and legislation not directly related to the single program
being evaluated

The results of an evaluation can be a defense of the status quo or a potent impetus for change.
Listed below are some guidelines for shaping compelling evaluation results to lay before constituents
such as parents, bt ards of education, advisory councils, and legislators.

1. Illustrate the outcomes of the program with examples of how indMdual students, teachers,
and other participants benefitted from the procram.
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2. Compare the successes and weaknesses of your career-education program to those of
other programs

Stay abreast of the various political developments that influence your program. When
possible, illustrate how features of your program relate to

concerns expressed by legislatures or other governance bodies

,emerging federal, state; or local priorities

areas of interest to the key audiences for the evaluation

new or pending legislation

new programs and projects

13.4 Useful recommendations. Are
the evaluation results and recommenda-
tions written in a manner that will
enhance their significance and facilitate
their use?

Evaluation results and recommendations
should contain those attractive elements of
feature and format that will facilitate their
use. Evaluation recommendations are more
liketztcat)e implemented when:

they are not overly time consuming to implement

they are not overly costly to implement

they are flexible and have alternatives

they call for incremental change rather than total revamping of the program

thfiN place the program staff in a central role (high profile) but do not make unreasonable

demands on them

they are short and concise yet complete

they are easily communicated, not complex

13.5 Personal barriers and facilitators.
Have you examined the various personal
reasons that individuals may have for
adoptingor resisting the evaluation
resu Its?
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There are often reasons, based both in fact and
fancy, for resisting evaluations. In any group
of individuals there will be considerable varia-
tion in their willingness to adopt e, aluation
recommendations. To facilitate the use of
evaluation results, )u should identify those
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individuals who will support and um evaluation results. These individuals can in turn help communi-
cate the implications of the evsluaticin to those who are more resistant to change. It should be noted
that some personalities are inherently resistant to using data to make decisions. In some cases, it
will be impossible to change an intuitive decision maker into a rational one.

Some traits that may differentiate users from nonusers of evaluation results are highlighted
oelow.

Characteristics of a
User of Evaluation Results

makes rational decisions based on
logic and systematic iafcirmation

is influenced by group opinion

takes risks ar.d is open to chang.

is familiar with the uses of evalaation

finds the evaluation approach
consistent with personal values

views a personal reward through the
evaluation (e.g., gain in power
through having information that
others don't)

Characteristics of a
Non.User of Evaluation Results

makes intuitive decisions based on
personal reaction, informal interpre-
tation, and insight

is more confident in own way of doing
things than others' opinions

is satisfied with the status quo

is 6naware ',hat evaluations can be useful

finds the evaluation approach
in conflict with personal values

views a personal penalty through the
evaluation (e.g., loss of job status)

Personal Bailers to Using Evaluation

Both frontstage and backstage concerns about the evaluation should be considered. Because
evaluation is often threatening, irrational as well as rational resistance may surface. Some of the
reasons why a resister opposes evaluations are highligh ted below (adapted from Davis and Salasin,
1975).

views evaluation as somewhat unclear or confusing

sees limited personal help or benefits from the evaluation

sees lirti of value to be gained by the project from the evaluation
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views evaluation approach as a poor fit with the.progrlm

views the evaluation approach as a poor fit with the style and values of the audience

504 the evaluation as invalid in basic concept and methods

foresees negative consequences r)f tile evaluation

feels it is a poor or inappropriate time to be evaluated (e.g.,`too soon, too late, too
unimportant, etc.)

Reducing Barriers -.

Despite the many reasons for reluctance to use the results of an evaluation, there are a number
cf possible ways to reduce the resistance, and eleven of these are listed below:

Appraise resistances deemed to be rational and consider restating the evaluation results
in a more diplomatic manner

Use advisory groups who represent opposing factions

Approach implementation of the evaluation slowly; introduce new elements a feW at a
time, begioning with the least disturbing

Compromise and settle on partial change if necessary

Use listening as a deliberate approach; allow persons to express their resistance

Employ !tional perarasioa

Use selective individual counseling for those who have unique problems or strong resistance

Resolve complex resistance thiaugh group dynamics (e.g., values clarificat on, T-groups,
open discuion at retreats, etc.)

Plan, direCt, tangible rewards for persons instrumental to using ihe evaluation results

Communicate or share the benefits from imol.Nnenting the evaluation results with persons
concerned

Seek and use direct and personal support from the top of the organization

13.6 Organizational barriers and
facilitators. Have you examined the
various organizational barriers to and ways
to facilitate use of the evaluation results?
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Forces for and against use of evaluation
results can often be numerous. In addi-
tion to the personal barriers and facili-
tators outlined above, there can also be
depending on the health of the organization
organizational barriers and facilitators. This

a

,



section describes facilitators, and it provides guidelines for OMIMCOMing the barrims and strength-
ening the facilitators.

Organizational Facilitators

Some organizations are healthier than others and tend to be more responsive to evaluation re-
sults. Some characteristics of a healthy organization, one that Is receptive to evaluation, are outlined
below (adapted from Davis and Salasin, 1976):

Organizational goals are clear and written down.

Administration is supportive. '\

'e

Communication is open.

Colleagues enjoy mutual suppor

Participation in decision making is widespread.

Morale is high.

Adequate time is allowed for reflection and for testing ncw ideas.

Power is decentralized and distributed.

Organization is reasonably affluent and secure.

Constituents are supporti.e.

There is a history of successful innovations.

The chief decision maker has a reasonably short tenure.

Staff members are rewarded fqr performance rather than status.

The highest ranking official in ihe organization is a self-renewing, goakiriented person.

Strengthening Organizational Facilitators

Evaluation results will meet greater support in healthy organizations. Therefore, it is advanta-
geous to improve an organization's health in as many of the above areas as possible. Some steps
for strengthening organizational facilitators are:

advocating self-renewal of staff and employees

encouraging experimentation and the right to make mistakes
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raging attendance at meetings, discussions, "brown baggers," etc.

arranging rewards and recognition related to performrce

informing concerned individuals of the progress of the evaluation and periodically asking
for their feedb,Ick ,

Suinmary

Systematic stepi should be planned for facilitating use of the evaluation results find recommenda-

% tons. nes process of planning for use of evaluation should include:

building a commitment to draw upon evaluation results for making rational data-based

decisions

deciding whit types of deciblons and what' specific decisions should be influenced by the

evaluation results

planning broad uses of the evaluation results, such as upgrading public relations, lobbying,
influencing legislation, and influencing future program decisions

designing the evaluation results and recommendations to be as compelling and useable as

possible

developing sensitivity to the expectations and resistances of individuals who are expected
to use the evaluation !esultsso their needs may be accommodated

evaluating the organizational setting for the evaluation so barriert can be overcome and

strengths reinforced

dir
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p.

CURRENT COMPETENCY EVALUATION QUESTIONS

.0

0

00.0
0 0. 04

0

0

0 0 0 0 0

0 0 0 0 0

0 0 0 0

0 0 0 0 0

0 0 0 0 0

0 0 0 0 0

0 0 0 0 ,")

0 0 0 0 0

0 0 0 0 0

0 0 0 0 0

0 0 0 0 0
A

None Moderate High
0 1 2 3 4

*If

Puipose. What typeiof evaluation are
needed?

Audience. Who should the evaluation
serve?

3. Questions. What specific questions should
the evaluation answer?

4. Process. How will the evaluation be
accomplished?

5. Staff. What type of evaluation services, if
any, should be used?

Responsibility/Authority. What are the
respective roles and responsibilities of
program staff and evaluators?

7. Uniqueness. What unique features of career
education influence its eyaluation?

S. Planning Standards. What are the character-
istics ofa "good" evaluation plan?

a. Instrument Standards. What are the charac-
teristics of a "good" evaluation instrument?

10. Politics. What political factors might affect
use of the evaluation results?

11. Re ort Standards. What are the characteristics
of a 'good evaluation report?

12. Dissemination. What techniques will be used
to disseminate the findings?

13. Use. liow will the evaluation findings be
turned into action?
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Compare your pretest profile from page 5 of the handbook with your posttest profile. Enter
your pretest ratings on the posttest profile using a different color pen. Connect the circles to form
your pre- arid post profiles as illustrated below.

None e Moderate High

2 3 4

O Ilk 0 1. Purpose
. .

O 0 )11/ 2. Audience

....,_ 0 0 K 0 3. Questions

O 0 0 0 4. Process

Ir./tie 0 0

Pretest 10 MEMO ..1=.10

13. Use

Posttest

Calculate the amount of change in your knowledge of each of the thirteen tpplii-Ns. Don't be
surprised if you find some ratings lower on the.post-test than the pretest. An increased awareness
of the complexity of the issues involied in evaluation may serve to increase your percePtion of hqw
much more there is to learn. The compa)cison of profiles is primarily useful to help you identify
knowledge areas that are still below your expectations and areas that you'now feel fairly conifer-
table performing. You may want to Teview units or use additional resources to learn more about
topics that are still below your expectations.

This handbook was designed to stimulate your awareness of the many issues, activities and head;
aches that go into making an evaluation top-notch. Many of these issues are easier to talk about than
to actually integrate into daily prof e ional activities. In other words, it is much easier to analyze
what needs to be done .than to imple ent ideas in a world of constraints, cNnging signals, interper-

- sonal conflicts, and heavy workloads. This handbook is not meant to overwhelm you with all the
issues to be considered in an evaluation. Select a few new ideas that appeal to you and try to act on
them in your next evaluation. Remember, changes are more frequent and lasting when they are in-
cremental (small steps), uncomplicated, and flexible. Begin to think of here you canc

apply your new knowledge.

This handbook is a comprehensive sourcebook about the key ingredients of an evaluation. But,
because the handbook provides breedth of information it gives only a taste or survey of many ideas
-rather than in-depth knowledge and detailed procedures. Many other reference books, articles, and
reports are cited throughout the handbook. You are encouraged to.turn to these materials to investi-
gate topics of interest in more detail.
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