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One of the critical elements lacking in the training of career

tanning counselors is in the administration and evaluatiOn of their

1,oraTs. Career planing staff are faced with the Challenge of estab-

lishing meaningful goals, planning appropriate programs, and evaluating

6
the outcomes of these programs. The Discrepancy Evaluation Plodel.is a

useful tool to career planning staff in making timely and defensible

decisions'in the above three areas which alter and improve their programs:

By providing training on this evaluation model, career planning counselors

willobecome more adept at both managing and evaluatiw their own prOgrams.

)6
a

"r

ti
:3

s.

!



s

9

Introduction.

One, of the crItcal elements lacking in the training of career

.
_

planning counselors is in the administration and evaluation of career

counseling programs. Counselors, are provided with extensSve exposure to

expe fence in counseling techniques; however little, if any, time is

devoted in their training toward adminjstration and evaluation of counsel-

ing programs. Granted that all counselors do not assume administrative
. 4 ., ,

or managerial roles, staff :counselors are frequently called upon tb '

t

develop and deliver

j

actual counseling program's. These responsibilities '

do require 4ome s Alls in administration and evaluation; more simply,

career planning counselors should be eble.to determine the effectiveness of

their counseling efforts. Training ih evaluation would'atiow them to do
,

this in the following. manner,: First, it would help them to identify individ-

ual components of the counseling program and the goals or ObjectiVes of

each. Once these components and goals are specified, procedures can be
. .

developed which wilt provide systematic information on the actual operation .

l' .
and outcomes of thecounseloing program. An additional benefit is the dual -,

',..-
.,....,

use of this ihformation;,,it can'also be Used to establish the accountabilty.
/. / ,

of the career
.

planning counseling program, a growing concern of all sucj

programs. This papei has three main objectives. Readers are.flrst Pi-o='
,

vided with theoretical background on the b;iscre[*cy Evaluation MoicietSbEM
.--,

., , , .

as it relates to he management of ,a career, counseling program. The
/

second objective/of tRistp per is to share an actual application of are

DEM to a univerSity 36reer planning program. Finally this paper

discuss the advantages in implement-gig this eva.luationt'system for career

- ,
planning prolram staff.

.;



Theoretical background of the DEM

The Discrepancy Evaluation Model (DEW' was developed in 1966 by

Malcolm Provus to serve the dual purposes of providing information for

program assessment and for'program improvement. Since that time, At has

been revised periodically as a function of the experience of practitioners.

4
The DEM focuses, the total program. Information obtained through evalua-

tion is designed to assist career planning program staff in making timely

and defensible decisions which change and improvp programs in their stages

of development and operation.

Undee the DEM, evaluation is defined as the comparison of what is,

a performance, to what should be, a standard. If a, difference' is found

to exist between the standard and the performance thisdifference is known

as a discrepancy. The concept of a standard is not new.to evaluation.

'Without a standard---some implicit intent br expectation, or' model of

excellence---evaluation is impossible. The problem has been that such

standards are either not made public, not shared by all relevant parties,

0 or not made sufficiently sie ific and comprehensive to be useful in judging :2)

or improving -instructional /programs. The DEM, based on the techniques.

' of systems analysis , addresses these Ni.nadequaci es. A standard 'def Ins

the intent of a probraT by describing expected .inputs, processes, and
40

outputs, and charting their interrelationAips. In other words, what w 11

go into alprtigram (people, resources, etc.), what activities and oper tias

.

will take place within it, and what changesvr products should come t
1

,.r.

it are. all specified. This is referred to as a program design in he

t!
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In addition the program design stage, DEM embodies four other stages

of evaluation sed upon a progre4 natural development. These other,

stages are
0
instaldation, process, product, and cost benefit analysis.

Installation evaluation (Stage 7) investigates whether the progr'am.
°

has been installed as planned. In its simplest form, this involves

cheCking to see that material inputs, (such-as clients, counseling staff,
.

career Counseling materials) are present at the time and in .1.ocations

prescribed, and that planned processes have actually.6een set into motion.

In a more complex form,binstallatidn evaluation Ineasures.and reports on

the extent fo which certain critical preconditions have been met.

Process evaluation (Stage:3), at
%

its basic level, monitors, the

sequential accomplishment of enabling objectives (those .objectives which

must be achieved in order to meet the final goals of a prograM). At.aI

higher level, process evaluation seeks both to clarify the xelatiopshiOs

i

betwien'lntended processes and the accomplishment of objectivls and too '

I

gain khOwledge of intervening factors. As such knowledge is rained, mbre

-

detailed enabling objectives are posited, ested,.and documented. Mean-

while, a precise record of connections between program events and interim

effects builds; eventually providing persuasive "proof" of th

value.

program's.

Installation And process evaluation are instrumental in Improving
.

and stabilizing developing,programs". Once,stability has been achieved,
,
,,

i

. ,

then product evaluation (Stage 4) is appropriate, Final objectives of he
..

.

, .

program are assessed at this pOint, Using variables,isolated during process

_

ti
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evaluation,

4

An advantage of conducting process and product evalmatioc

is that if final program-objectives have not been met, it is then possible'
.

A

.to determine what went wrong and often find evidence. of. other

successful 'activities Within the progpm.

The DEM also posits a fifth evaluation'stage, cost-behefit analysis,

in which two or more similar programs would be compared. This represents

, the final step In the evaluation process. At pres6t, too little informer

tion exists to make comparison's across &r rams.. Consequently .furfher

discussion of this*stagerWill not be pursued at this time.

Discrepancy evaluation is intended tb complement the activitiesof

program administration, not supplant them. The model operates within a
., 0

tk.,.
.

well defined scope, andthereare certain things the DEM is not designedis

to do. The DEM is not intended It s from alternative programs
0

e e

elegible for installation.,.nor to make 1 judgments about the standard

not ask "why are you willing to pay the inputselected, The model doer

pricer but rather, "will
i\

the i nput buy /he output?" Jut as the evaluator

doesnot set the ori 'nal standard, neither does he become involved in the
P. 1 .

. - 1\
. ,

,,,,,

creation or selection of revised, standards in/'response-tb discrepancy

information.. The evaluator can help to explain the significance of 'the
.

discrepancy in terms of its reliability or validity, but he /she should nQt

,Z .
become.substantiwly involve& in the problem solving acti*Ity wh.icir.follo.

.
.

.
, , - .

Whatever' research and development work may need to be done shObld l..e done

byothers. Parlcipation by the evaluatqr in these kinds of activities

would rob the prograM staff of its proper problem solving ,initiative.

I 15
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ore importantly, 'it would di4qUalify the evaluator from rendering a
,

isinterested and'objective evaluation:

Disdrepancy evaluatiOn-and the information it provides do. not

automatically make decision-making rational; they 6,4Dwever, increase

the rationality of .decision- makers by clarifying alternatives and making

clear the basis on which.dec.isions are made. In summary, discrepancy

information ins pertinent to decision-makers because they have serthe

4 ,

esiandavils to which it refers, ,nd they take action in respOnse. It is

the evaltor, however,'who eas.ures that the nvessary questions have

been asked, and that ;he information used tocnswer those.question'S is
5

relevanJand'accurate.

Application of thtiDEM

. $

Student development services are particularly amenable to application

'
of the,DEM. An exemplar career planning and placement program demonstrates

the viability of this approach. The exemplar career planning & placement

program does not operate like a typical employment agency. Insteadit is

designed to assist students in identifying and achieving their individual

career objectives. 'The major goals ofthis program are for 'students to

learn about themselves and how to plan and influence their future so that
I

they will have the abilit) to "place" themselves. The exemplar program

has developed six objectives which direct its efforts. They are:

1. To stimulate students' interest 'in early-planning and investiga-
tion of post-graduate options and to inform students of he
range of possible post-graduate options available to ;Op.

7
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2. To assist.,students in appraising their career-related interest
and abilities.

.
TO asNst student's in determining their personal short and.long 1
range career objectives. *

4. To assist students in learning how to systematIcally plan an
approch to employment or graduate- professional schopl admission-.

5. To assist students in developing initiative, independence,
and. realism in the career or post -graduateNecision4aking process.

6. To ssisu students in implementing career and'post-graduate
decisions. :

Both a model for program evaluation and a c P,ger pl3nning-and place-

ment program have been presented. The followirig section examines how the

two interact. Applying the DEM entails a series of systematic step:

1) construction of a program design/ 2) f6rmulation of an evaluation design,

3) development of the evalation workplan, 4) implementation of the

evaluation design according to the evaluation workpldn, 5) feedback of the

results to the'program staff. Each of these steps will be described in

A,1
greater detall below.

To review, a program design can be thought of as a blueprint of, a
,,, q.

given program. It is-simply a description of how the program is intended

to operate. Three critical Pieces of information ard,contained in a
. .

program, design: first, the'major function's or activities of the program;

second, the goals or ob/p:ctives for which each of the major functions his

been designed; and tHipd, the resolp-ces necessary for each of the major

activities to occur. The program,design serves as the standird to which

the,operation (or pe'rformance) of the program is readily compar

Because so many programs are complex organizational structures,_it is 1

---) 4+
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helpful to employ a systems analyrictechniclve to describe them.. A

program design consists of two key ingredients. First is a graphic

representation or, network of the major-fynctioal components of the

program with interrelationships chartedcamong the components. Second,

each component is further analyzed by Jescriblng.the inputs (resources)

processes (functions/activities), and,outputs (goals/objectives/outcomes).

Each major component can then be analyzed into subcomponents with their

appropriate, inpvt-pnpcess-output descriptions..

A sample network for the exemplar career planning and placement

office appears vim. figure 1. EigNt4 functions were identified during the

construction of the program design. Three of these components (component

2.0 provide career and.graduate study planning/counseling, component 3.0 i

. .

conduct placement activities, and Component 5.0 - offer outreach programs)

pertain directly(to counseling services offered to clients. Another e.
.1

components (component 1.0 - operate resource library; component 4.0

sslipervise/train student assistants, and component 6.0 communicate OCPP
=.

activities) provide auxilary services.for program operation. The remaining

two components (component 7.0 administer pr9gram and component, 8.0

,

openate staff development/consultation) relate to management functions.

Arrows indicate functional relationships or dependencies among different

4

components. For example, students trained in component 4.O -,super\iise/

train student assistants provUe career and gracluate study planning /counsel-

ing.(component 2.0). Ordinarily narrative input-process-output descrip-

tions would be written for the total program and then.for each of these eight

components. For the rposes of thivpaper, only the descriptions of the

'
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'totat,program and one of these components'are provided in Figures 2 and 3

respectively. The ,left coluMn of each figure contains the necessary

resources (input) ih order for the program or counseling-tooccur. The'

major activities (process) for the total program and component 2.0 are

alk

described in 'the middle column. Outcomes (output) identified bythe,

program staff appear-im the right columns.

Following completion of the program design and subsequent approval
/

.by the program staff, it is then necessary to design'the evaluation. An '

*

evaluation desjgn consists of asiset of oaluation questions.' For each

question it is necessary to include a rationale, or why it is important

to addressthis question. It .is also important to clarify how the question

rebates to the program design and how the findings will be used by program`

staff. The focus, boundaries; and limitations of the evaluation ai'e
A

determined in this process.,,Decidingwhat to evaluate is frequently

4!?

dif'fieult. Several, guidelines help the program staff and evaluator to
s . . .

.

.

seleCt evaluation concerns: Some of thesd criteria are: 1).areas related

to components of funct'i'onal importance, 2) areas that are-problematic,
0,

and

Y
, L., .

3) %area; of both external dhd internal political concern. Usually more

concerns are identified` than is possible to addres at_ one time; program

staff must then-prioritize these concerns. The above criteriaare also

helpfli'l in this regard.

For the exemplar career planting and placement program, three evalua-

s d

tion,questions wefe initially identified by'the program staff: A design

' developed for .these three questiOn's' appears Figure 4..,It shod be

A

ft



noted that the first and third questions pertain "primarily to components

of functional .importance. The second qUestion addresses an area problematic

to program staff and especially tritical to external evaluatiop audiences.

(This is reflected inthe statementS of rationale provided in the third

,column of Figu(e.4.) Rationale statements were developed.for each of the

identified evatuati.on questions.

The third step in conducting a progis.am evaluatioh i§ to operatiOnalize
X

the evaluation design. This is accomplished by-dvloping an ..evaluatt,on

woV.plan,l'which includes identification of respondent sample, corrstructIon

of instrumemtation, collecti and analysis of data, and r'epo'rting of

summarized evaluative (thta'to p7gram,staff. Essentially, the ev'elmation
/ ,

.workplan consists of step- byrstep procedures of how to carry out the &value-,

tion.

For exampLe, one of the identified evaluation quesbiOns listed by'

the exemplar career -fanning and placement staff concerned clientts' percep-

tions and satisfaction with the counseling received. Consequently,.an

evaluation workplan was developed which prescribed that ail clients .receiving

counseling would complete en instrument designed to obtain this information.

Procedures for tabulation,. analysis, and reporting of data were included.

4, After designing the eualuaQon workplan, it must then'be implemented as

specified.

'price the findings have. been reported to the proigram sAafi by the

evaluator, the program staff then compare the program's actual tovel-of

performance 4t, i'ts intended level of performance. Three possibilities can
.

#

e

- 9
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. occur here. It is useful to consider them in relation to the identified °

evaluation question concerning clients' satisfaction with career and

.

graduate study planning/courteling. 'First, a positive
..

discrepancy could
4'..

.

'occur (or clients' responses to counseling,ifems are higher .than that

prescribed by the siandaftlY In this Case, staff counselors are providing
'

excellent counseling; no program modifications are necessary. However,
-

the opposite might occur (c) ients' responses fell beiowthat prescribed ,bit

the standard). In the negative di4repancy case, two decisions arl possible.
,17

The program gtjff may decide thert the standard is unrealistic and that it

should.-e.modified Or pr.ogram staff may decide that, indeqd, the standard

is relistic and that revisions in the actual 'counseling procedures are

necessary. The third possibility that can result In comparing program

performance to the program design standard is that the two match, or no

,

discrepancy petween performance and standard-occurs. The program then is

operating according to intent: Regardless of whicK.1Prossbility occurs-, it

As crucial to the/evaluation process that program stiff compare the findings

to the standard. This, in fact is theAntent and function of programevalua-
e

tion.

Advantages of DEMI Evaluation

Progrgam evaluation is always intended to provide program staff with

some type of useful information dbout their program. .In some cases; the

information gathdred may only report on ttlefinal outcomes of the program;
.

More Simply whethe( the program accompli what it setouts to,accOmpiish.

tresr-m e spphisticated evaluation efforts in addition.gather information.
,."1%

- - 10



about the program in operation. The DEM, as described above, is intended .

to collect information not only about program outcomes, but.also about

program input and processes. This evaluation information is useful to
cr

career planning and placement staff in that it facilitates rational decision-

making about their respective programs. These decisions can be divided '

into three ,lasses: 1) decisions concerning the achievement of both inter-
,

mediate and final outcome goals or object4v&2) decisions related to

program design or analysis, and 3) decision's about the program in operatipn.

, Each of these will be explained in,greater dbtail below.

.Theifirst area concerns decisions about the achievement of both
\

intermediate and final outcome goals or objectives. Yvaluation information

is gathered which will be used to determine the effectiveness of the career

"'planning and placement program. Data ist.consequently collected abut

variables'directly related to each of thp programs' objectives or goals..

For example, one of the objectives of the exemplar career planning and

placement program is to assist studentoin appraising their career-related

interests and abilitis. .Therefore, evaluation information would be

collected abo'ut students',appr,pisal of, their career-related interests and,
,

Once this evalAlation information is fed back by the evaluator

to the OrOgnam staff; they are then in a position to determine the effec-t.
tiveness of eir program in achieving-this goal or objective by comparing

. ...,

it to the program standaH. This procedure could be followed for.each.of
ti

the goals or objectives to be examined in the program ekl'uotion-pffort.,
400. ..

,. .

By obtaining such evaluation information, program staff 'are able to judge

. i

1 ri



ectiveness of the program. This will facilitate not only documenta-

tiorrof the program'S, effectiveness, but also the development and implem nta-

tion of any necessary revisions in the desiqn of,the program if program

0/^

goals or objectives are not met.
+I

Decisions about program design oranalySis comprise the second area.

Information collected in this area relate primarily to the design of the

program. Questions typically addressed in thil area include: 1) do, each

of th,e separate componepts of the prOgram fit t6gether? (or the internal

.
'c,onsistency:.Of the program) and 2) will the program designed produce -.the

O

desired outcomes? (or the comprehensiveness of the program). Evaluation

information in Ihis area is useful in that it provides a systematic method

by which program staff can al,yze their'program to predict its possible

success. If there are gaps in the program's' design or the program is

lacking in depth, the probability of success Is obviously much less. By

obtaining evaluation information in this area, program staff can-correct

des,ign difficulties in advance and consequently guarantee a better change

of the'program's success. Along with this, all program statf members are

aware of their respective
rolesgkresponsibilities and how each of them

individually fits intd the total program. This type of clarification

helps alleviate later problems which result from confusion over.staff

The final area,of,flecision-Making focuses on program operation.

Coll,eCted evaluation information monitors the operation of the program,

much like routine monitoring that a program administrator might perform

informally; however, in this case,-,themonitoring is far more formalized and '

t.

12 :-



organized. By collecting such information, program staff are first aware

of all of the operations of the program. Secondly, it also provides a r11
. .

means.by whioh_program staff may troubleshoot potential problems before
.

they occur. By identifying potential problems before they occur, many,
. .

,

may be eliminated and others significantly minimized. An Bdditional'ad-!.
.

,

4

ventage to program staff collecting program operation information is that

ft-provides a comprehensive recoreof what actually occurred during-She S

program. This'

,

is helpful if desired outcomes are not achieved; program,
, #

.-,,,

'}taff can then trace the sequence of activities that should have, produced/

the desired 'outcome and locate the4Keakdown in eveny. This is epecially

, helpful if the program is to be repeated in the future.

DEM evaluation has been demonstrated to be an effective tool-for

Mt.

career planning and placement staff. It serves not only as a-documentation

of the programs effectiveness, but also as a mwagement-ad tnistration4

mechan' m to insure the,prog'ram1.s success. Given tWat career planning

anti placement staff want to provide for the success oftheir cdUnseling

programs in every feasible way, DEM evaluation pi-ovides,one effective means

R. .

of insuring the program's success.
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Figure 1

Career Planning and Placement

Progra. &sign Nemor', of Exe mplar Project

OPERATE CAREER PLANNiNG-OLACEN1EN r OFFICE

Operate
Re7ctitlice
Lira ry

1.0

V

',Operate Staff
lXvelopment/
Consultation

8:0

2.0
5.0
7.0

Provide career
& Grad. 'Stud
Planning/
Counseling 2.0

Conduct
Placement

Activities
3.0

Supervise/
Train Student
Assistants

4.0

Administer
Program

Oontinunicate
OC:PP

Activities 4.
6.0

Offer
Outreacli
4,ograms

5.0
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Figure 2

Career Planning pnd Placement

Program Design IPO Description for Total Program

INPUT
.

r PROGESS
r

. OUTPUT .

Funding: Mitt Office of
Student Affairs,-.

Staff:
1 Director ,

I Associate Director
2 Assistant Directors
3 Secretaries'
1 _Placement Interk viewer
1 Architects re

Advisor (1/2 tie)
1 Librarian (4 time)

i.
Pre-law advisors
Practicum students
Work-Study Students

University past/present students
and staff and spouses of same

.

Facilities: N...

Office space
Supplies ,.. _

Employers and Graduate/
Professional School Admission
Officers

Liaison: .

Student Affairs Offices

.

,

Career Planning &Placement
offers career and graduate study
planning/counseling services to
students, alumni, staff and

. spouses. These programs and
services are offered through ,
individual/group counseling-
adesing programs, career/

c,. graduate study outreach
programs, provision of career,
gaduptAtudy and employment
resources, assistance in
developing and utilizing
placement credentials, arrange-
ment of on-campus intervievit
with potential employers and'
graduate admissions officers,
and aflininist ration of eniploy-
ment and graduate study
examiniations. ,

.

.
.

--

t

-;

...

p .
Clients with an early interest in
exploring career and graduate
study options

Clients who have assessed and
clarified their short and long

.
range carecr and graduate study
goals

.

, .

Clipts who have identified
career and graduate study
options and opportunities
consistent with their short and

, tong range goals

Clients who have developed a
systematic plan of action to
achieve career and graduate
study goals

t,
,

Clients with placement .
credentials and/or on-campus
interviews with potential
visiting:employer

-N/

1

-
.

?

-

.

ty
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Figure 3

Career Planning and Placement

Program Design IPO Description for i'xemplar Program

INP PROCESS , OUTPUT

o Students who eed
counseling on creel"
graduate study

o Professional

o, Counseling depa ment
practicum studei

. I

. o, Vocationpl intere
inventoribs

AP Career awareness
exercises

o Other counseling
materials

.

o Resource library
.

o Counseling-roonqse, ,..,' t
.

°

. .

.

.

.
2.0 PROVIDE CAREER AND
GRADUATE STUDY
PLANNING/COUNSELING
Students are assigned to a member
of the professional staff. After
completion of\an initial inter-
view in,which ttlestuderit's
needs are assessed, a number of
option's are available to the
student'and counselor. They
are (1) students may be
assigned to a career exploration '
group. In this group they corn-
plete appropriate, interest inven-
t&ies, career awareness exercises,
valueklarification activities, and
review'ruaterials in the Resource
library; (2) Students may continue
with individual counseling of an

a.
undetermined duration which
would include some portions of
the above activities; (3) Students
and the counselor would explore
.career or curriculum major .

't. Lions; (4) Students would ex-
p n re and examine graduate/
pro .,.ssional school study'option.

.
.

o tudents are aware of their
iwn career interests, strengths
nd weaknesses, and the

' i nplications of their academic
rogram for personal career

1 irection.

.

o tudents are able to locate
la, d evaluat appropriate
.career and graduate study
. resources.

o Students have learned the
process of career decision
making for future use.,

.,

.

.

.

.
.

C

i

(



Figure.4

Career Planning and Placement

Evaluation Design for Exemplar Project

Evaluation Concern . Design Referentt,
.

Reason for Copcern

A. Client's satisfaction with
career counseling

,

.

Component
2.0

,., .s.

Theie has not been any
expectations and satisfactions
services offered by OCPP.
strengthen and improve
be assessed,

fornial assessment of clients'
concerning the counseling

Therefore, in older to
sevices, clients' attitudes will

.--
,r6,
,..

B.

,

University community's
perceptions of OCPP
goals

Total .

grogram .

There has been some,irCompl
University community

..
should be-placemento

-pltilosophy is dne.cted
Consequently, OCPP n
formally the university
OCPP goals. ,

:

feedback from.stile
.

hat the.major functions of OCPP
ented: At the san time, OCI'P's
lore toward career:planning.
anagement wished to assess '
cornmunity's perceptions of

,1 -

I

C. Effecth 041ess of.plue-
, merit serviclz_

...0 . 1

t

Component
3.0

..-.

Since is one of ti)
OCPP, it is important
timely feedback abou
staff, and potential e
satisfaction of these s
used to strengthen an

more highly used services at
o prOgram management to receive
clients (students, alummtjaculty,
ploers) perceptions and
rvic s. This information will he
ini rove such services.

t.


