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This paper is part of a symposium,"Managing an Evaluation Unit"

presented at the 1982 American Education Research Association. Presenters

are Dr. Tom Saterfiel of the Bureau of Educational Research and Evaluation,

Mississippi State University; br. Hugh Peck; Research and Development Office,

Louisiana State Department of Educatiori; Dr. Floraline Steven, Evaluation,

Los Angeles schools; and Dr. Alan Roecks, Evaluation Services, Education

ServiCe Center-Region 20, San Antonio.

The first part of the paper provides an introduction to,the author's

setting. Questions answered are:,

1. What is Education Service Center, Region 20?

2. How iS the Region 20 Evaluation Office set up?

3. How is the Region 20 Evaluation Offite funded?

-The symposium discusses five common purposes faced by a manager ofan

evaluation unit. Theputposes and_related,questions are as_follows:

I. Finance

1. What kind; of evaluation services will districts want and be willing

to fund in future years?

II. Allocation of Resources

1. What is Region 20's method of resource allocation?

2. What are the administrative advantages of allocating resources based

on an hourly rate?

3. What are the disadvantages of an hourly rate?

4. How are-unforeseen requests for evaluation support handled?
I

III. Piplitics

1. _what is __the role_ of-the Evaluation-Of f ice- in- the political. environment -
1

of Vle, Service Center? &

2. What ié the 'Tile of Regioh 20 Evaluation in ihe politics of districts

it serves?



IV. Use of Evaluative Information (Dissemination)
1

1. What adMinistrative strategies does Region 20 employ to promote use

of evaluations?
I

2. What program evaluatiori strategies does Region 20. employ to promote

use of evaluations?

V. Personnel

1. What kind of personnel are needed to carry out evaluation Ark in

an intermediate educationservice agency?

2.. What are the special requirements for.the.head of an evaluation

office in an intermediate agency?

3. What are the future requirements for evaluation personnel?

This report vas illustrated by Marian Brady, Her patience and
creativity are appreciated. 1,



(-

Introduction

What is Education Service Center, Re§.ion,20?

The State of Texas is divided into 20 regions served by intermediate

education agencies. Established as part Of the Public Education SystA of

Texas in 1967, the service agencies offeir school districts and teachers an

*opportunity to receive specialized,services

which normally would be beyond the reach

of the average-sized school system. By

participating in-:programs with intermediate,

agencies, school systems take advantage of

the cost saving benefit4 and progkam financing

and. planning which-result from cooperative

efforts. They also realize additional funding

and services that are available from state and

federal services for regional programs.of this type.

Region 20 -

What is it???

One of these 20 Texas centers, Education Servlce Center-Region'20,

or simply Region .20, located in San Antonio, provides services and programs

to 50 school districts in a 14-county area of South Texas. In 1981, the

Centar provided over 50 program and services, many funded fromstate and

federal competitive grants. The Center had a $9,000,000budget and employed

over 400 personnel.

How is the Region 20 EValuation Office set up?

In 107, RegiOn 20 set up an EAluatiOn Office. The initial function,

of the office was to evaluate all Center programs and services and to provide

feedback on the effectiveness of these offerings. The office later added a

second function, providing evaluation services to districts on a cost recovery

basiy. in 81-82, the office was made up of, 12 full-time professional persOnnel,



sevpral part-time professionals and a strong cadre of clerical staff, many

x of whom were part-time. The Evaluation Office hasa coordinator and three

work units. One work unit evaluates programs delivered to districts by

Center staff, anotlier provides evaluation services'to districts and a third

provides evaluation services to both the Center and districts. Within each

work unit ae-- manager, an evaluator, evaluation assistnt(s), and clerical

J

support. Pro ct evaluation is carried out as a team effort capitalizing

on the varios roles and abilities of available staff. 'Evaluation staff

record time spent on each project.

How is the Region 20 Evaluation Office funded?

Funding for evaluation is from three sources. The largest source is'

federal and state competitive grants for Center programs provided to districts.

Evaluation looks at the effectiveness of these teacher training programs.

Since 1977, Region.20 has carried out 180 evaluations for Center proAects-

totalling $15,000,000. A smaller amount of funding comes from special

projects. These include technical assistance for schOols having Title I

migrant programs, a research study.on the effectiveness of use of evaluative

information and direct evaluation support for two district based Center

pro'grams. A third source is contract work with sothe of the larger school

districts. How the office's 12 full-time evaluation Staffiare funded is

depicted below.

CENTER 5TAFF

DI'S-I/tic STAFF
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I.

Next year promises to be a year of cutbacks for Region 20. Most
federal competitive grants will be lost due to changes in national policy,
The Evaluation Office can lose up to six evaluators if additionaf funds
are not identified. We are optimistic about A future.

Districts, once
familiar with our services, seem interested in receiving evaluation suppori.
Efgrts are underway to make our 'services more visible to districts in hopes
of making up the projected deficit.

t".



4 I. Finance

-
What kinds of evaluation services will districts want and be willing to

fund in future years?

Districts will need support.in how to use microcomputers. First,

. there is a need to evaluate the effectiveness of educational courseware

for microcomputers. Some frequently asked questions inOlude, "How

consistent is the courseware with the existing curriculum?

Do objectives of the courgeware coincide, with the

objectives being taught? Are instructional

strategies consistent: i.e., does the course-

ware use the same instructional approach'

employed by the classroom teadher?"

Second, evaluation offices can assist "Those were the good old days."
14,

implementing computer managed instructional systems that manage classroom

data.. Some systems, such as the nationally validated Comprehensive

Achievement Monitoring out of Hopkins, Minnesota, help improve teacher-made

tests. This is done by using itetestatistics stored by the microcomputer.

Future years will cause education to becor more accountable. Data

on the cost of educational services will be required. The role 'of evaluation

may be one of management consultant. The eval ator miy be asked which
40^

program options aremost effective. Common que tion6 include "How can a

department best be reorganized? Should we cont ct for school bus service

or purchase our own buses?"

a*

-4-
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II. Allocation of Resources

What is Region,20's method of resourcc allocation?

Allocation of resources is made easier by having an hourly rate for

evaluation support. This method is required by law as we provide support

on a contractual basis to 50 separate projects. Projects are .billed as

they receive services. The rate is set at the beginning of each year and

calculated by dividing estimated revenue by available staff time.

(See Roecks & Flores, 1980). Managers of the three evaluation units use

the houily rate to determine the amount of time to be put in for each

project. A,take giving the amount of time, available for,each position is

used to determine how much staff time can be put in. (See Apeendix A).

Time available is then matched'to (he amount of work to be put in for each

management unit.

What the advantages of alliocating resources based on an hourly rate?

. First, each project receives evaluation support accprding to its level

'of funding. Second, information is available on when thdhevaluation work

was completed, who did the evaluation and the kind of evaluation activity

performed. Third, projects can benefit from evaluation work done on other .

similar projects. EffiCiency is accomplished by grouping like evaluation

tasks. For example, this year we have three programs in the area of English

composition. We have-grouped the projects and assigned them to one evaluator.:

Common taskS are identified and additional evaluation time is made available

for the three projects as a whole. Also, there is a senendipitous outcome-for

project staff as a result of evaluation grouping: project staff are forced to

communicate among themselves, with the evaluator serving as facilitator, A

fourth benefii'is that thasysteM'alloWs bett7 use of staff skills. Any

evaluation staff is "eligible" to work on any project. Hence it is possible

to provide a wider array of evaluation support for projects.

-5-

AP-



What age some of the disadVantages of* an hourly ra ?

)1

A major difficulty is staff have to keep their hours weekly. The amount 4:

of paperwork is then increased. Valuable staff tine is lost. Hours are recorded

and coded into a microcomputer. At l'ast 20 hours per week of clerical support

is required to maintain the system. Carrying out as many as 50 separate evalua-t

tions can be an administrative nightmare. As nOted earlier, three managerial

units share this responsibility. Each must organize "Which evaluation

resources to carry out work assigned. Each professional

staff member has four to twelve'evaluations. Budget*
1

the right amount of time for evaluation tasks can be

difficult. Unforeseen circumstances gan mean difficulty

in carrying out promised evaluations. The system allows-

very little latitude; evaluations need to be done on time.

Professional staff can charge no more than 40 hrs./week

should I work on next?"

of time. Often extra time' must be put in outside the regular work week. A

final problem is explaining the hourly rate,, especially to district clients.

We find it, best to list the kinds of evaluation product's to be received.

How are unforeseen requests for evaluation support handled?

Politically, these requesEs cannot be denied. They have to be carried

out, usually under tight dedlines. Several strategies have been successfully

"You have to help me!

Help me right away."

employed. They involve setting aside

resources for ad hoc services during

initial planning. One strategy is to

dedicate a portion of a.person's time

to such requests. Anotfier strategy, ,

used for the last two years, sets aside

up to 10% in each eyaluation plan for

ad hoc services. *Ad hoc services are

-6-
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carried out by the evaluator assigned to project person making the request.

Carrying out unexpected requests is made easier by having part-time
c

professional personnel available. Part-fime support usually can carry out

-

much of the requgsted work--allowing the office to be minimally disrupted by

unanticipated requeVs.

III. The Political Environmen4°-

What is the role of the EValuation Office in the political environment of

:-2)
0 e Center?

Placement of the Evaluation Office within the organization is important.

Our office is ielatively independent of.the programs it evaluates. (Anderson &

Ball, 1978). Organizationally, the coordinator is responsible to the

Executive Director; fiscally, the office manages its own monies. This

arrangement has allowed the office to be seen as somewhat objective. Main-

taining this independence has been difficult. (Roecks, et al, 1979). When

faced with controversial data, some project staff have tried to bring the

bearers of bad news--the evaluator--under their control. Others have attempted

to control the level of evaluation funding. Suppfft from the top was neceasary

to withstand ihese,challenges.

Most of any political success our office has had has been facilitated

by Center's Executive Director. During our first three years (077-80), we
(

experienced many challenges to our funding. (See my 1980 Evalua ion Network

--

paper "Resistance to Evaluation" (Roecks, 1980)). The Executive1Director

was able td educate the funding agencies on how evaluation4

was used to monitor program activities and to improve the .

overall program .thrus\._ He was also able to gain support
, .

from various audiences for evaluative information. This

allowed the'evaluationg to have a hearing in the political

arena. Meetings were sgt up where evaluation findings



were reviewed by those affected. Included were egram clients, funding

,

agency personnel, board members of the funding and recipient agencles and

administration from districts served. CredibOity was enhanced by having

program rather than evaluation personnel explain finaings.

What is the role of Region .20 Evaluaiion in the 7olitics of districts it

serves?

The Service Center must function in an advisory capacity to schools.

It cannot be effective if it tells administtators how to nun eheir districts.

The Evaluation Office, as part of the Center, must

exerdise caution in reporting evaluation findings.

Unless permission is-given, evaluation findings-are

not shared with other districts. When negative findings '

result, they are reported in conjunction wiph

recommendations. f at all possible, recommendations

are made jointl h evaluation and program personnel.

This practice tends to "lessen the blow"ef the

sometimes unexpected, negative results.
a

What kinds Of evaluations do we crry out? The focus of our evaluations

is on specific federal programA. We seldom look at the overall focus of the

district. This limits the impact of evaluaiions. We have carried out more
A

general evaluations fpr a few districts. Here our primary audiences were

the superintendent and school board. /n one district where we have the '

tinterest and support of the superintendent anligoard, the evaluations have

been used for program improvement.

IV. Use of Evaluative Information (Dissemination)

What adMinistrative strategies does Region 20 employ to promote use o

eva luations?

Hire people with good communication skills. The statistical expert
>.

who program staff could not understand does nol(lit well in our office.

-8-



Budget time4for using evaluation data.' We try to set aside about 10%.

4
1, Planning for better use is an ongoing activity. Last year we were

able to get a planning documen't funded. The small scaleNIE.gr'Snt

looks at the amount of time spent by evaluators in using evaluation

data and the overall level of use.

/

Documentation of use of evaluative data is required in each annual

final report. (See Roecks & Casper, 1980).
S.

. What program evaluation strategies does Region 20 employ to promote,use of

evaluations?

.1 Involve decision makergi early. Get them to commit.tp a written

evaluation plan.
SY,

Focus.on areas that are priority to the decision maker. 4t

Decisiori maiers prefer qualitativesdata. Interview information

is more credible than tables of numbers.

Report'findings informally. Written communication is usually

less effective.

If results are negative, talk results over with project staff. Report

. negative.results in conjunction with recommendations developed

cooperatively by project and evaluation personnel.

V. Personnel

What kind of personnel are neededto carry out evalUation bork in an intermediate

educatign service agehcy?

;-

In comparison to other educational Operations, more secretarial and

.clerical support-is required in the research and evaluation area: For our

office, tWo to four hours of support are allocated for each professional

position. A part-time person whose primary iask is transcribing interview
1

information and a full-time component secretary are also employed.

-9-



Keeping secretarial help used to be a problem. Turnover for full7
4

, time perso el was high. Staff went io other departments where 'the

work load was'less demanding. The problem has been solved by employing a
lap

strong cadre of,part-time secretaries. Peaks in work loads scan be adjusted

With available 'personnel. This solution has resulted in higher quality.

secretarial support.

At the professional staff level, we need people who,have good qualitative ,

skills, who can write and are good communicators.. Entry level.is usually a

Master's degree. People trained,in school psychology or guidanceAand

counseling with graduate record examination scores above 1000 have worked out

well. Background in special education, curriculum design or bilingual education

is desirable. Several staff have expertise in statistics and computers.

What are t,he requirements for the head of an evaluation office in an

, dr

Intermediate agency?

Background and experience in administration are requisites. Being

familiar with budgetsiiiis especially tmportant. Estimating the cost of

products to be delivered to districts proves to be a continuing challenge.

The process of negotiating contracts can be difficult.

The administrator must be prepared to dedicate a larger than normal

amount.of time to reinforce staff for good work. The profession of program

evaluation,does not provide a great deal of positive reinforcement for its

members. Evaluators generally deal with problems and ways to improve the

present state of affairs. As a result, turnover can be high and evaluators

become."burned out". The head of a R&E office must keep this ifi kind; he

or she seeds to provide a reward system'within the office environment.

f 4



What are future requirements for personnel in an intermediate education agency?

The office is moving towards literacy in microcomputers. Support

staff are learning how to use word proCessing. Professional,staff are given

the opportunity to become involved with microcomputers. Whenever possible,

evaluation work is identified so that the microcompueer can be used. Program

staff then gain ap understanding about the microcomputer while working with

their evaluator.

Pet?

Apple

"Gee, is this a ?"

15
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Appendix A

Time Accountlbility for 12 Month Fall-Time Evaluation Employees

Evaluation
Position

Allocation of Available Timea

Leave

InSvce

Evaluation Time

Holidaysh Vacationc Sickd
Avail
Days

Avail

Hours
Hours

Monthly
% f Tota
Chargeable Char

Coordinator

Manager

Evaluatpr.(SP)
.

Evaluator

Evaluation Asst II

Evaluation Asst I

18

18

18

18

18

18

e--

1,2

12

12

12

12

- 12

9

9

9
I

9

9

- 9

.10.0

8.5

7.5

7.5

7.0

6.5

212.0

213.5

214.5

214.5

215.0

215.5

1696

4'708

1716

1716

1720

1724

141.3.,

142.3

143.0

143.0

143.3

143.7

60%g

60%

40% h.

0%

85%

85% .

.'

84.8

85.4

57.2

114.4

121.8

122.1

p.

a The number of days in year (365) less weekend days (104) equals 261:

b The number of ESC-20 holidays during the schoOl.year.

C,The number of authorized vacation days.

d'The average number of sick days based upon 1977-78 attendance.

e Based upon ESC-20 policy and procedures fortraining activities.

f Percentage is based on previous years' time 'and effort records.

g 50% of, COordinatofs' time is prorated for administration. The
remaining 10% rc.presents time that maybe charged to a project
when carrying outsspecific evaluation activity.

h Special Projects Evaluator works on numerous non-chargeable
activitieS for an estimated total of about 407. chargeable.

Step 3 Divide the estimated revenues by the estimated annual chargeable hours
to obtain the hourly rate.

Hourly

Example

= Revenue Available

Hours

Hours chargeable 4-contracted hours

4 Hourly Rate = $'242 500 Contracted Hours 0
13,698.3

1 Coordinator 1017.6

3 Managers 3074.4

Hourly Rate = $17.70 1 Evaluator (SP) 686.4

2.5 Eval' Asst II (11 mo.) 2679.6

1 Eval Asst I 1465.2

1 Eval Asst I (11 mo.) 1343.1
1 )
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Appendix A Cont'd.

TASK
CODE

1 NEEDS ASSESSMENT

Consultation with Center personnel desiring data.
File search for previously obtained data.

Preparation of data co,lecting instrumenta.
samplee Aollecting -data.

Tabulating, processing & analyming resultyNN
Report preparstion.

* Consultations to interpref',4 explain findings.
Administrative& Supervising.

CHARGEABLE If related to funded project
r,

NON-CHARGEZ:E: 'If a new proposal.

2 PROPOSAL DEVELOPMENT

Conferences, meetings, 4 discussions.
Reviewing, objectives.

Preparing the evaluation section.'
Readai.or reviewing proposals for
Writing ,nomplete proposilo

Administrative 4 SApervising.

'CHARGEABLE: , If a continuation proposal.

4
. 'WON-CHARGEABLE: If a new propose .

comment.,

,EVALUATION PLANNING

. Consultation within eViluation staff.

. ?relieving the Evaluation Plan.

CHARGEABLE: If related to funded project.

4 DATA COLLECTION AND PROCESSING

Developing or selecting instruments.
. Travel tine connected with collecting data.

* . Conducting interviews; telephone or in-person.
Observations; workshops, schools, centers, etc.

. Administering exams, tests, questionnaires, etc.
Distributing 4 collecting questionneires.
briefings pertaining to data collection.

. Developing a record keeping system.
Processins workshop evaluation forms.

. Tabulating or scoring other instrAnent data.
. 'reparation for card punching 4 computer run.
Statistical analysis of data.

. Reviewing records, reports, or other infornation.
Administrative 4 Supervising.

,

CHARGEABLE: If related to funded project.

-

fl a

TASK
CODE

5 REPORTING EVALUATION

luir

. Writing findings, memoranda, terim, or final reporls.

* . Disseminating evaluation res ts.

. Administrative & Supervising
4

CHARGEABLE: If related to funded project.

6 TECHNICAL ASSISTANCE (LEA)

Travel time connected with providing'asaistance.
. Conducting or participating in workshops.
. Other aosistance provided.
Admidistrative 4 Supervising.

CHARGEABLE: If related to a funded project.

7 INTERACTION' WITH'PROJECT STAFF

Meetings involvinglearning about program.
Contact about developing evaluation plan.
Briefings, 'Conferences, & sign-off of plans.

. Verbally conveying findings or results of evalution.'

. Providing technical consultation.

. Formulating recommendations.
Consultations ihvolving using evaluation data.
Administrative & Supervising.

CHARGEABLE: .If yalated to a funded project.

8 INTERNAL ROCEDURE$

. ,All inservica sessions 4 retreat.

. Center, component, & unit meetings.
Area conferences 4 vqrkshops.
Special studies & ptojacts.
Preparation of professional papers.

. Screening applicants for employment,

. Attendance at professional meetings.

. Administrative 4 Superriaring.

CHARGEABLE: If reZated to a funded

V PrOrated for personnel

funding..

11 ALL ABSENCES

. Vacation

. Sick

. Personal

Jury/military

Exclusive of direct interaction with Project Ataff.

project.

with split

Other

CHARGEABLE: Prorated fok personnel with
split funding.


