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FOREWORD
The Administration on Children, Youth and Families (ACYF) is dedicated to miprovmg the lives of
children and their families through the development of effective and appropriate programs and policies

For many years, ACYF has provided funding to States and communities to deliver a wide range of
child and family support and family preservation services ACYF also has conducted program evaluations ofthese local and national service dehvery efforts with one important goal m mind to ensure that
children and families receive appropriate services that prevent adverse outcomes for children and promote family independence and quality of life
Good program evaluations assess program performance, measure impacts on families and communities, and document our successes With this information, ACYF is better able to direct limited
resources to where they are most needed and most effective m our communities To help program
managers fulfill these goals, ACYF has developed a senes of guidebooks that explain program
evaluation-what it is, how to understand it, and how to do it This main evaluation guidebook,
The Program Manager's Guide to Evaluation, answers your questions about evaluation and explains how to use evaluation to improve programs and benefit staff and families There are four companion handbooks to this guide each addressing evaluation issues specific to four ACYF program areas
Children's Bureau, Family and Youth Services Bureau, Head Start Bureau, and the National Center
on Child Abuse and Neglect (The Child Care Bureau, the fifth ACYF program area, was not formally
organized in 1993 when this project began )

-

Whether you are a program manager of a small project or a large multi-site, multi-component program,
The Program Manager's Guide to Evaluation provides you with information and instruction to help

you get the most out of your evaluation efforts Evaluation is an important and integral part of any
program and ACYF is proud to offer this evaluation guide senes to help program managers

Olivia Golden
Commissioner
Administration on Children, Youth and Families
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Why Evaluate Your Program?

ou should evaluate your program because an
evaluation helps you accomplish the following
Find out what is and is not working in your program

Show your finders and the community what your program
does and how it benefits your participants
Raise additional money for your program by providing
evidence of its effectiveness

Improve your staff's work with participants by identifying
weaknesses as well as strengths
Add to the existing knowledge in the human services
field about what does and does not work in your type of
program with your kinds of participants

Despite these important benefits, program managers often are
reluctant to evaluate their programs Usually this reluctance is
due to concerns stemming from a lack of understanding about
the evaluation process

In this chapter...

Common concerns about evaluation

Benefits of evaluation
Cyzadehnes for success
Purpose of this manual

program

Concern #1: Evaluation diverts resources

awayfrom

the

and therefore harms participants. This is a com-

mon concern in most programs However, because evaluation
helps to determine what does and does not work in a program,
it is actually beneficial to program participants Without an
evaluation, you are providing services with little or no evidence
that they actually work!
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have a word ofadvice for
anyone who hopes eventually
to expand a model program
Invest in evaluation Although
the temptation to skimp on process and outcome evaluation in
order to provide more direct
services is ever-present, our
advocacy efforts would have
been useless without impeccable evaluation data Our evaluation provided the foundation
for our advocacy "
"We

-Gail Breakey and Betsy
Pratt of Hawan's Healthy Start
Program, in Helping Children
by Strengthening Families,
Children's Defense Fund,
1992

,

Concern #2: Evaluation increases the burden for program
staff. Often program staff are responsible for collecting evaluation information because they are most familiar with, and have
the most contact with program participants Despite this potential for increased burden, staff can benefit greatly from evaluation because it provides information that can help them improve
their work with participants, learn more about program and
participant needs, and validate their successes Also, the burden
can be decreased somewhat by incorporating evaluation activities into ongoing program activities
Concern #3: Evaluation is too complicated Program managers often reject the idea of conducting an evaluation because
they don't know how to do it or whom to ask for help Although the technical aspects of evaluation can be complex, the
evaluation process itself simply systematizes what most program managers already do on an informal basis figure out
whether the program's objectives are being met, which aspects
of the program work, and which ones are not effective Understanding this general process will help you to be a full partner in
the evaluation, even if you seek outside help with the technical
aspects If you need outside help, Chapter 4 provides some
ideas about how and where to get it
Concern #4: Evaluation may produce negative results and
lead to information that will make the program look bad An
evaluation may reveal problems in accomphshmg the work of
the program as well as successes It is important to understand
that both types of information are significant The discovery of
problems should not be viewed as evidence of program failure,
but rather as an opportunity to learn and improve the program
Information about both problems and successes not only helps
your program, but also helps other programs learn and improve

Concern #5: Evaluation is just another form of monitoring.
Program managers and staff often view program evaluation as a
way for finders to monitor programs to find out whether staff
are doing what they are supposed to be doing Program evaluation, however, is not the same as monitoring Sometimes the
information collected to monitor a program overlaps with
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information needed for an evaluation, but the two processes
ask very different questions
Monitoring as-les whether a
program meets the operating
standards set by the funder,
State, or licensing agency
Evaluation asks whether the
program has been successful
in achieving as objectives for

program implementation and
participant outcomes

Concern #6: Evaluation requires settingperformance standards, and this is too difficult Many program managers believe that an evaluation requires setting performance standards,
such as specifying the percentage of participants who will
demonstrate changes or exhibit particular behaviors Program
staff worry that if these performance standards are not met,
their project will be judged a failure
3.4

This concern is somewhat justified because often finders will
require setting such standards However, performance standards can only be set if there is extensive evaluation information on a particular program in a variety of settings Without
this information, performance standards are completely arbitrary and meaningless The type of evaluation discussed in this
manual is not designed to assess whether particular performance standards are attained because most programs do not
have sufficient information to establish these standards in any
meaningful way Instead, it will assess whether there has been
significant change in the knowledge, attitudes, and/or behaviors
of a program's participant population in general and whether
particular characteristics of the program or the participants are
more or less likely to promote change

Guidelines for conducting a successful
evaluation
You can maximize the benefits that evaluation offers by following a few basic guidelines in preparing for and conducting your evaluation

Invest heavily in planning. Invest both time and effort in deciding what you want to learn from your evaluation This is the
single most important step you will take in this process Consider what you would like to discover about your program and
its impact on participants, and use this information to guide
your evaluation planning
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Integrate the evaluation into ongoing activities of the program.
Program managers often view evaluation as something that an
outsider "does to" a program after it is over, or as an activity
"tacked on" merely to please finders Unfortunately, many programs are evaluated in this way This approach greatly limits
the benefits that program managers and staff can gain from an
evaluation Planning the evaluation should begin at the same
time as planning the program so that you can use evaluation
feedback to inform program operations
Guidelines for a Successful
Evaluation
Invest heavily in planning
Integrate the evaluation into
ongoing activities

Participate and show staffyou
think the evaluation is
important
Involve staff as much and as
early as possthle

Be realistic about the burden
ofan evaluation
Be aware of ethical and
cultural issues

Participate in the evaluation and show program staff that
you think it is important An evaluation needs the participation
of the program manager to succeed Even if an outside evaluator is hired to conduct the evaluation, program managers must
be full partners in the evaluation process An outside evaluator
cannot do it alone You must teach the evaluator about your
program, your participants, and your objectives Also, staff will
value the evaluation ifyou, the program manager, value it yourself Talk about it with staff individually and in meetings If you
hire an outside evaluator to conduct the evaluation, be sure that
this individual attends staff meetings and gives presentations on
the status of the evaluation Your involvement will encourage a
sense of ownership and responsibility for the evaluation among
all program staff

Involve as many of the program staff as much as possible
and as early as possible. Project staff have a considerable stake
in the success of the evaluation, and involving them early on in
the process will enhance the evaluation's effectiveness Staff
will have questions and issues that the evaluation can address,
and are usually pleased when the evaluation validates their own
hunches about what does and does not work in the program
Because of their experiences and expertise, program staff can
ensure that the evaluation questions, design, and methodology
are appropnate for the program's participants Furthermore,
early involvement of staff will promote their willingness to participate in data collection and other evaluation-related tasks

Be realistic about the burden on you and your staff. Evaluations are work Even ifyour evaluation calls for an outside
evaluator to do most of the data collection, it still takes time to
arrange for the evaluator to have access to records, administer

Why Evaluate Your Program/

Note that throughout this guide we
use the term "participants" to refer
to the people or groups you serve,
train, or collaborate with -your
clients, or "target group "
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questionnaires, or conduct interviews It is common for both
agencies and evaluators to underestimate how much additional
effort this involves When program managers and staff brainstorm about all of the questions they want answered, they often
produce a very long list This process can result m an evaluation that is too complicated Focus on the key questions that
assess your program's general effectiveness

Be aware ofthe ethical and cultural issues in an evaluation.
This guideline is very important When you are evaluating a program that provides services or training, you must always consider
your responsibilities to the participants and the community
You must ensure that the evaluation is relevant to and respectful of the cultural backgrounds and individuality of participants
Evaluation instruments and methods of data collection must be
culturally sensitive and appropriate for your participants Participants must be informed that they are taking part m an evaluation and that they have the right to refuse to participate m this
activity without jeopardizing their participation in the program
Finally, you must ensure that confidentiality of participant information will be maintained

About this manual
This manual is designed to help you follow these guidelines
while planning and implementing a program evaluation Each of
the chapters addresses specific steps in the evaluation process
and provides guidance on how to tailor an evaluation to your
program's needs (Reminder. The ACYF bureau companion
handbooks provide a discussion of evaluation issues that are
specific to the type of program you manage )

The manual is not intended to turn you into a professional
evaluator or to suggest that evaluation is a simple process
that anyone can perform Rather, it is meant to provide information to help you understand each step of the evaluation
process so that you can participate fully in the evaluationwhether you hire an outside evaluator or decide to do one
with assistance from in-house agency staff and resources

Chapter 2

What Is Program Evaluation?
rr

I

program managers and staff frequently informally assess
their program's effectiveness Are participants benefiting from the program? Are there sufficient numbers of participants? Are the strategies for recruitmg participants working?
Are participants satisfied with the services or training? Do staff
have the necessary skills to provide the services or training?
These are all questions that program managers and staff ask
and answer on a routine basis
Evaluation addresses these same questions, but uses a systematic
methodfor collecting analyzing, and using information to answer
basic questions about aprogram -and to ensure that those answers are supported by evidence This does not mean that conductmg an evaluation requires no technical knowledge or experience -but it also does not mean that evaluation is beyond the understandmg of program managers and staff

What are the basic questions an
evaluation can answer? -

In this chapter...
Types of program

evaluation
Steps zn the process
Cost considerations

There are many different types of program evaluations, many
different terms to describe them, and many questions that they
can answer You may have heard the terms formative
evaluation, summative evaluation, process evaluation, outcome
evaluation, cost-effectiveness evaluation, and cost-benefit evaluation Definitions of these terms and others and selected
resources for more information on various types of program
evaluations are provided-in the appendix

You may have also heard the terms "qualitative" and
"quantitative" used to describe an evaluation However, these

8
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terms, which are defined in the glossary, refer to the types of
information or data that are collected during the evaluation and
not to the type of evaluation itself For example, an outcome
evaluation may involve collecting both quantitative and qualitative information about participant outcomes.

Definition ofprogram evaluation:
Program evaluation is a systematic
methodfor collecting, analyzing,
and using information to answer
basic questions about a program

This manual is designed to avoid the confusion that, often results from the use of so many terms to descnbe an evaluation
Instead, all of the terms used here are directly related to
answering evaluation questions derived from a program's
objectives

-

There are two types of program objectives program
implementation objectives and participant outcome
objectives. Program implementation objectives refer to what
you plan to do in your program, how you plan to do it, and
who you want to reach They include the services or training
you plan to implement, the characteristics of the participant
population, the number of people you plan to reach, the staffing
arrangements and staff training, and the strategies for recruiting
participants Evaluating program implementation objectives is
often referred to as a process evaluation However, because
there are many types of process evaluations, this manual will
use the term implementation evaluation.
Participant outcome objectives describe what you expect to
happen to your participants as a result of your program, with
the term "participants" referring to agencies, communities, and
organizations as well as individuals Your expectations about
how your program will change participants' knowledge,
attitudes, behaviors, or awareness are your participant outcome
objectives Evaluating a program's success in attaining its expectations for participants is often called an outcome

evaluation.
An evaluation can be used to determine whether you have been
successful in attaining both types of objectives, by answering
the following questions

What Is Program Evaluation/
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V Has the program been successful in attaining the
anticipated implementation objectives? (Are you implementing the services or training that you initially planned to implement? Are you reaching the intended target population? Are
you reaching the intended number of participants? Are you
developing the planned collaborative relationships?)

Has the program been successful in attaining the
anticipatedparticipant outcome objectives? (Are participants
exhibiting the expected changes in knowledge, attitudes, behaviors, or awareness?)

A comprehensive evaluation must answer both key questions
You may be successful in attaining your implementation objectives, but if you do not have information about participant
outcomes, you will not know whether your program is worthwhile Similarly, you may be successful in changing participants'
knowledge, attitudes, or behaviors, but if you do not have information about your program's implementation, you will be
unable to identify the parts of your program that contribute to
these changes
These evaluation questions should be answered while a program is
in operation, not after the program is over This approach will allow you and your staff to identify problems and make necessary
changes while the program is still operational It will also
ensure that program participants are available to provide in-

formation for the evaluation
Maximivink evalmrtton benefits:
Evaluations that are incorporated
as an integral part ofongoing
program operationsprovide optimum benefits to managers, staff,

andparticipants

What is involved in conducting an
evaluation?
The term "systematic" in the definition of evaluation indicates
that it requires a structured and consistent method of collecting
and analyzing information about your program You can ensure
that your evaluation is conducted in a systematic manner by following a few basic steps

Step 1: Assemble an evaluation team. Planning and executing
an evaluation should be a team effort Even if you hire an outside evaluator or consultant to help, you and members of your
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staff members must be full partners in the evaluation effort
Chapter 3 discusses various evaluation team options If you
plan to hire an outside evaluator or an evaluation consultant,
Chapter 4 provides information on hiring procedures and managing an evaluation that involves an outside professional

Basic Evaluation Steps
Step 1. Assemble an evaluation
team
Step 2: Prepare for the evaluation
Step 3: Develop an evaluation

plan
Step 4: Collect information
Step 5: Analyze your information

Step 6: Prepare the evaluation
report

Step 2: Prepare for the evaluation. Before you begin, you
will need to build a strong foundation This planning phase includes deciding what to evaluate, building a program model,
stating your objectives in measurable terms, and identifying the
context for the evaluation The more attention you give to planning the evaluation, the more effective it will be Chapter 5 will
help you prepare for your evaluation
Step 3: Develop an evaluation plan. An evaluation plan is a
blueprint or a map for an evaluation It details the design and
the methods that will be used to conduct the evaluation and
analyze the findings You should not implement an evaluation
until you have completed an evaluation plan Information on
what to include in a plan is provided in Chapter 6
Step 4: Collect evaluation information. Once you complete
an evaluation plan, you are ready to begin collecting information This task will require selecting or developing information
collection procedures and instruments This process is
discussed in Chapter 7
Step 5: Analyze your evaluation information After evaluation information is collected, it must be organized in a way that
allows you to analyze it Information analysis should be
conducted at various times during the course of the evaluation
to allow you and your staff to obtain ongoing feedback about
the program This feedback will either validate what you are
doing or identify areas where changes may be needed Chapter 8
discusses the analysis process

Step 6: Prepare the evaluation report. The evaluation report
should be a comprehensive document that describes the
program and provides the results of the information analysis
The report should also include an mterpretation of the results
for understandmg program effectiveness Chapter 9 is designed
to assist you in preparing an evaluation report

1
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What will an evaluation cost?
A useful rule

of thumb is to

estimate that your evaluation
will cost approximately 15 to

20 percent ofyour total
program budget

Program managers are often concerned about the cost of an
evaluation This is a valid concern Evaluations do require
money Many program managers and staff believe that it is unethical to use program or agency financial resources for an
evaluation, because available funds should be spent on serving
participants However, it is more accurate to.yiew money spent
on evaluation as an investment in your program and in your
participants, rather than as a diversion of funds available for
participants Evaluation is essential if you want to know
whether your program is benefiting participants
Unfortunately, it is not possible to specify in this manual
exactly how much money you will need to conduct your evaluation The amount of money needed depends on a variety of
factors, including what aspects of your program you decide to
evaluate, the size of the program (that is, the number of staff
members, participants, components, and services), the number
of outcomes that you want to assess, who conducts the evaluation, and your agency's available evaluation-related resources
Costs also vary in accord with economic differences in communities and geographic locations.
Sometimes fenders will establish a specific amount of grant
money to be set aside for an evaluation The amount usually
ranges from 15 to 20 percent of the total funds allocated for the
program If the amount of money to be set aside for an evaluation is not specified by a funding agency, you may want to talk
to other program managers in your community who have conducted evaluations They may be able to tell you how much
their evaluations cost and whether they were satisfied with
what they got for their money

Although a dollar amount cannot be specified, it is possible to
describe the kinds of information you can obtain from evaluations at different cost levels Think of the process of building a
house If you spend a small amount of money, you can build the
foundation for the house Additional money will be required to
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frame the house and still more money will be needed to put on
the roof To finish the inside of the house so that it is inhabitable will require even more money
Evaluation is similar Some general guidelines follow on what
you may be able to get at different evaluation cost levels

Lowest cost evaluations. If you spend only a minimal amount
of money, you will be able to obtain numerical counts of participants, services, or products and information about the characteristics of participants You also may be able to find out how
satisfied participants were with the services or the training But
this is only the foundation for an evaluation This information
will not tell you whether you have been successful in attaining
your participant outcome objectives Also, at this cost level you
will not have in-depth information about program implementation and operations to understand whether your program was
implemented as intended and, if not, what changes were made
and why they were made

Low-moderate cost evaluations. If you increase your evaluation budget slightly, you will be able to assess whether there
has been a change in your participants' knowledge, attitudes, or
behaviors, and also collect in-depth information about your
program's implementation However, this is only the framework
of an evaluation At this cost level, you may not be able to attribute participant changes specifically to your program: because
you will not have similar information on a comparison or control group

Moderate-high cost evaluations. Adding more money to your
evaluation budget will allow you to use a comparison or control group, and therefore be able to attribute any changes in
participants to the program itself At this cost level, however,
your information on participant outcomes may be limited to
short-term changes-those that occurred during or immediately
after participation in the program

Highest cost evaluations. At the highest cost level, you
will be able to obtain all of the information available from
the other cost options as well as longer term outcome information on program participants The high cost of this

What Is Program Evaluation?
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type of evaluation is due to the necessity of tracking or contacting program participants after they have left the program Although followup activities often are expensive,
longer term outcome information is important because it assesses whether the changes in knowledge, attitudes, or behaviors that your participants experienced initially are maintained over time
Basically, as you increase your budget for an evaluation, you
gain a corresponding increase in knowledge about your success
in attaining your program objectives In many situations, the
lowest cost evaluations may not be worth the expense, and, to
be realistic, the highest cost evaluations may be beyond the
scope of most agencies' financial resources As a general rule,
the more money you are willing to invest in an evaluation, the
more useful the information that you will obtain about your
program's effectiveness will be, and the more useful these results will be in helping you advocate for your program

Chapter 3

Who Should Conduct Your Evaluation?

One decision that

must be made before you begin your
evaluation is who will conduct it Evaluation is best
thought of as a team effort Although one individual heads the
team and has primary responsibility for the project, this person
will need assistance and cooperation from others Again, think
of building a house You may hire a contractor to build your
house, but you would not expect this professional to do the job
alone You know that to build your house the contractor will
need guidance from you and assistance from a variety of technical experts including an architect, electrician, plumber, carpenter, roofer, and mechanical engineer
Similarly, in conducting an evaluation, the team leader will need
assistance from a variety of individuals m determining the focus
and design of the evaluation, developing the evaluation plan and
sampling plan (if necessary), constructing data collection instruments, collecting the evaluation data, analyzing and interpreting
the data, and preparing the final report

What are some possible types of
evaluation teams?
In this chapter...
Staffing an evaluation
Selecting teams
Looking at resources

There are many types of evaluation teams that you could
assemble Three possible options for evaluation teams follow
An outside evaluator (which may be an individual, research
institute, or consulting firm) who serves as the team leader
and is supported by in-house staff (Team 1)

An in-house evaluator who serves as the team leader and is
supported by program staff and an outside consultant (Team
2)
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Evaluation Team Options
Team 1: Outside evaluator
supported by program staff

An in-house evaluator who serves as the team leader and is
supported by program staff (Team 3)

Team 2: In-house evaluation
team supported by consultant
and program staff

Whatever team option you select, you must make sure that
you, the program manager, are part of the team Even if your
role is limited to one of overall evaluation management, you
must participate in all phases of the evaluation effort

Team 3: In-house evaluation
team supported by program

Team 1 option: An outside evaluator with

staff

support from program staff
Possible advantages:
Because outside evaluators do not have a stake in the
evaluation's findings, the results may be perceived by
current or potential finders as more objective

Outside evaluators may have greater expertise and
knowledge than agency staff about the technical aspects
involved in conducting an evaluation
Outside evaluators may offer a new perspective to
program operations

The evaluation may be conducted more efficiently ifthe
evaluator is experienced

Possible disadvantages:
Hiring an outside evaluator can be expensive
Outside evaluators may not have an adequate understandmg of
the issues relevant to your program or target population
Selecting this team does not mean that you or your staff need
not be involved in the evaluation You and other staff members
must educate the evaluator about the program, participants,
and community Other staff or advisory board members must

Who Should Conduct Your Evaluation?
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also be involved in planning the evaluation to ensure that it addresses your program's objectives and is appropriate for your
program's participants

When deciding on your option, keep in mind that although
hiring an outside evaluator to conduct an evaluation may appear to be expensive, ultimately it may be less expensive than
channeling staff resources into an evaluation that is not correctly designed or implemented

Team 2 option: In-house evaluation team

leader with support from program staff and an
outside consultant
Possible advantages:
An evaluation team headed by an in-house staff member
may be less expensive than hiring an outside evaluator (this
is not always true)
The use of an agency staff member as a team leader may
increase the likelihood that the evaluation will be consistent
with program objectives

Possible disadvantages:
The greater time commitment required of staff may outweigh the cost reduction of using the outside professional
as a consultant instead of a team leader

A professional evaluator used only for consulting purposes
may not give as much attention to the evaluation tasks as
may be needed Like the Team 3 option, Team 2 may be
perceived as less objective than using an outside evaluator
This second option is a good choice if you feel that you have
sufficient staff resources to implement the evaluation, but need
assistance with the technical aspects An evaluation consultant,
for example, may help with developing the evaluation design,
conducting the data analyses, or selectmg or constructing appropriate data collection tools You will also want the consultant to help you develop the evaluation plan to ensure that it is
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technically correct and that what you plan to do in the evaluation will allow you to answer your evaluation questions

Team 3 option: In-house evaluation team

lfyou choose to use Team 3, an
zn-house evaluation team, it is
importantfor you to define specific roles and responsibilities for
the evaluation team and your
staffto strengthen the objectivity
ofyour evaluation

leader with support from program and other
agency staff
Possible advantages:
An in-house evaluation team may be the least expensive option,
but this is not always true An in-house staff evaluation team
promotes maximum involvement and participation of program
staff and can contribute to building staff expertise for future
evaluation efforts

Possible disadvantages:
An in-house team may not be sufficiently knowledgeable
or experienced to design and implement the evaluation
Reminder: Selecting the best evaluation team depends on your program's funding requirements and
your agency's resources and capabzhties

Potential fenders may not perceive evaluation results as
objective
This option presumably avoids the expense of hinng an outside
professional, so it is generally thought to be less costly than
other evaluation teams However, because it requires a greater
commitment of staff time, you may discover that it is just as
costly as usmg an outside evaluator either as a team leader or
as a consultant You may want to conduct a careful analysis of
staff time costs compared to outside consultant costs before
you decide on this team option

How can you decide what team is best

for you?
Before you decide on the best team to assemble, you will need
to consider two important issues

Your program's funding requirements. Often a funding
agency requires that you hire an outside evaluator to conduct
your evaluation This type of evaluator is often referred to as a
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third-party evaluator and is someone who is not affiliated with
your agency in any way
someone with evaluation experience
who will be objective when evaluating your program

Your program's resources and capabilities. You can assemble different types of teams depending on your agency's resources and how you will use the findings To determine what
internal resources are available, examine your staffs skills and
experience in planning an evaluation, designing data collection
procedures and instruments, and collectmg and analyzing data
and information
Also examine the information you already have available
through program activities If, for example, you collect and review information from the Runaway and Homeless Youth
Management Information System or the Head Start Program
Information Report (or any other organized participant
database or information system), you may be able to use this
information as evaluation data

If you conduct entrance and exit interviews of participants or
complete paperwork or logs on participants' progress in the
program, this information may also be used as part of an evaluation
The checklist on the following page can help you decide what
type of team you may need Answer the questions based on
what you know about your resources -

Whatever team you select, remember that you and your staff
need to work with the evaluation team and be involved in all
evaluation planning and activities Your knowledge and experience working with program participants and the community are
essential for an evaluation that will benefit the program, program participants, community, and hinders
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Resources for Appropriate Team Selection

check one

a

0

Does your agency or program have funds designated for
evaluation purposes?

O

Have you successfully conducted previous evaluations of similar
programs, components, or services',

to

Are existing program practices and information collection forms
useful for evaluation purposes/

0

Can you collect evaluation information as part of your

Yes No

regular program operations (at Intake, termination)?

0
0

Are there agency staff who have training and experience in
evaluation-related tasks?
Are there advisory board members who have training and
experience in evaluation-related tasks/

The checklist above can help you select your evaluation team m
the followmg ways

If your answer to all the resource questions is "no," you
may want to consider postponing your evaluation until you can
obtain funds to hire an outside evaluator, at least on a consultancy basis You may also want to consider budgeting funds for
evaluation purposes in your future program planning efforts

If your answer to question 1 is "yes," but you answer "no"
to all other questions, you will need maximum assistance in
conducting your evaluation and Team 1 (an outside evaluator
with in-house support) is probably your best choice

If you answer

"no" to question 1, but "yes" to most of the
other resource questions, then Team 3 (in-house staff only)
may be an appropriate choice for you Keep in mind, however,

that if you plan to use evaluation findings to seek program
funding, you may want to consider using the Team 2 option
(in-house evaluation team with outside consultant) instead and
trying to obtain evaluation funds from other areas of your
agency's budget

If your answer to question 1 is "yes" and the remainder of
your answers are mixed (some "yes" and some "no") then either
the Team 1 or Team 2 option should be effective

Who Should Conduct Your Evaluation'?
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The next chapter provides advice on how to locate, select,
hire, and manage an outside evaluator or consultant This
information will be particularly helpful in assembling Teams
1 or 2 If you plan to conduct the evaluation using the
Team 3 option, Chapter 4 may still be useful, because it
provides suggestions on locating resources that may assist
_
you in your evaluation efforts

Chapter 4

How Do You Hire and Manage an
Outside Evaluator?

Cireful selection of an outside evaluator can mean the
difference between a positive and a negative experience
You will expenence the maximum benefits from an evaluation if you
hire an evaluator who is willing to work with you and your staff to
help you better understand your program, learn what works,

and discover what program components may need refining If
you build a good relationship with your evaluator you can work
together to ensure that the evaluation remains on track and
provides the mformation you and your funding agency want

Finding an outside evaluator
There are four basic steps for finding an evaluator These steps
are similar to any you would use to recruit and hire new program staff Public agencies may need to use a somewhat different process and involve other divisions of the agency If you are
managing a program in a public agency, check with your procurement department for information on regulations for hiring
outside evaluators or consultants

In this chapter...
Locating an evaluator
Selecting a candidate
Preparing a contract
Handling problems
along the way

Step 1: Develop ajob description. The first step in the hiring
process is to develop a job description that lists the materials,
services, and products to be provided by the evaluator In developmg your job description, you will need to know the types
of evaluation activities you want this person to perform and the
time lines involved Evaluator responsibilities can involve developing an evaluation plan, providing progress reports, developing
data collection instruments and forms, collecting and analyzing
data, and writing reports If you think you need assistance in developing a job description, ask another agency that has experience in hiring outside evaluators for help Advisory board
members may also be able to assist with this task
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Step 2: Locate sources for evaluators. Potential sources useful
for finding an evaluator include the following

Other agencies that have used outside evaluators. Agencies in
your community that are like yours are a good source of mformation about potential outside evaluators These agencies may be
able to recommend a good evaluator, suggest methods of advertising, and provide other useful information This is one of the best
ways to find an evaluator who understands your program and is
sensitive to the community you serve
Evaluation divisions of State or local agencies. Most State or
Basic Steps for
Finding and Hiring an
Evaluator

Develop a job description
Locate sourcesfor
evaluators

Advertise
Interview candidates
Wnte a contract

local government agencies have planning and evaluation departments You may be able to use individuals from these agencies to
work with you on your evaluation Some evaluation divisions are
able to offer their services at no cost as an "in-kind" service If
they are unable to respond to a request for proposal or provide
you with in-kind services, staff members from these divisions may
be able to direct you toward other organizations that are interested
in conducting outside evaluations

Local colleges and universities. Departments of sociology, psychology, social work/social welfare, education, public health, and
public administration, and university-based research centers are
possible sources within colleges and universities Well-known researchers affiliated with these institutions may be readily identifiable If they cannot personally assist you, they may be able to refer
you to other individuals mterested in performing local program
evaluations

Technical assistance providers. Some Federal grant programs
include a national or local technical assistance provider If your
agency is participating in this kind of grant program, assistance in
identifying and selecting an evaluator is an appropriate technical
assistance request

The public library. Reference librarians may be able to direct you
to new sources They can help identify local research firms and
may be able to provide you with conference proceedings that list
program evaluators who were presenters
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Research institutes and consulting firms. Many experienced

Elements of an Effective
Advertisement
Your agency's name, address,
and telephone number, and a contact person (optional, but ifyou
include one, this person should be
ready to handle inquiries)

Briefdescription ofprogram,
including objectives, types of evaluation anticipated, available budget, andperiod ofperformance (for
both the program and evaluation)
Principal tasks ofthe
evaluator
Required evidence

of expertise

(such as letters ofintroduction, a
resume, a list ofreferences, or a

description

of a recent evaluation)

Whether an interview is required (strongly recommended for
candidates under consideration)

Other requirements (such as
whether you will accept a faxed
application) and the deadline for a
response to the advertisement
[Note that ifyou are a public
agency, you may have other restrictions related to procurement]

evaluators are part of research institutes and consulting firms
They are sometimes listed in the yellow pages under
"Research" or "Marketing Research " They also can be located
by contacting your State human services departments to get a
listing of the firms that have bid on recent contracts for evaluations of State programs

National advocacy groups and local foundations, such as
The United Way, American Public Welfare Association,
Child Welfare League of America, and the Urban League.
The staff and board members of these organizations may be
able to provide you with names of local evaluators They may
also be able to offer insight on evaluations that were done well
or evaluators especially suited to your needs

Professional associations, such as the American Evaluation
Association, American Sociological Association, and the
Society for Research on Child Development. Many evaluators belong to the American Evaluation Association These organizations can provide you with a list of members m your area
for a fee and also may have tips on how you should advertise to
attract an evaluator that best meets your needs Additional information on these organizations is provided m the appendix
Step 3: Advertise and solicit applications. After you have developed a job description, identified possible sources for evaluators, and found ways to advertise the position, you are ready
to post an advertisement to get applications Advertising in the
local paper, posting the position at a local college or university,
or working with your local government's human resource department (if you are a public agency) are possible ways of soliciting applications Agency newsletters, local and national meetings, and professional journals are additional sources where you
can post your advertisement

It is wise to advertise as widely as possible, particularly if you
are in a small community or are undertaking an evaluation for
the first time Several advertising sources will ensure that you
receive multiple responses You should build in as much time as
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possible between when you post the position and when you
plan to review applications

If you have sufficient time, you may want to consider a twoProximity of evaluators When
considering an evaluator who is not
local, you need to balance the issues of cost, availability, familiarity
with your program (or other similar
programs) and commitment Although distance from the program
is sometimes a barrier, many programs have successfully worked
with out-of-town evaluators.

step process for applications The position would still be advertised, but you would send evaluators who respond to your advertisement more detailed information about your evaluation
requirements and request a description of their approach For
example, you could send potential evaluators a brief description
of the program and the evaluation questions you want to answer, along with a description of the community you serve
This would give them an opportunity to propose a plan that
more closely corresponds to your program needs

Step 4: Review applications and interview potential candidates. In reviewing applications, consider the candidate's writing style, type of evaluation plan proposed, language (jargon
free), experience working with your type of program and staff;
familianty with the subject area of your program, experience
conducting similar evaluations, and proposed costs
After you have narrowed your selection to two or three candidates, you are ready to schedule an in-person interview This
interview will give you the opportunity to determme whether
you and the evaluator are compatible As you do for other job
applicants, you will need to check references from other programs that worked with your candidate

What to do when you have trouble
hiring an evaluator
Despite your best efforts, you may encounter difficulties in hiring an outside evaluator, including the following

Few or no responses to your advertisement. Many programs,
particularly ones in isolated areas, have struggled to obtain
even a few responses to their advertisements Check with your
Federal Project Officer to find out whether he or she can offer
you suggestions, consult with other programs in your community, and check with your local State or county social service
agency to obtain advice Your advisory board may also be useful m identifying potential evaluators Mother source may be
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an organization that offers technical assistance to programs
similar to yours

A good evaluator...
... is willing to work collaboratively
to develop an evaluation plan that

meets your needs
... is able to communicate in simple, practical terms
... has expenence evaluating simi-

lar human service delivery programs and working with similar
resource levels
... has experience with statistical
methods
... has the time available to do the

evaluation
... has experience developing data
collection forms or using standardized instruments
... will work with a national evaluation team Of one exists)
... will treat data confidentially

...can come from outside the
participant community because the
evaluator will be able to learn
about, respect and work with your
participants and their multiple
cultures

-as located near yourprogram's
operations or Is willing to travel
frequently to maintain contact with
the program (although travel expenses will increase the cost of
your evaluation)

None of the applicants is compatible with program philosophy and staff. If applicants do not match program needs, you
may find it helpful to network with other programs and agencies in your State to learn about evaluators that agencies like
yours have used A compatible philosophy and approach is
most important tradeoffs with proximity to the evaluator
may need to be made to find the right evaluator

-

The outside evaluator's proposed costs are higher than
your budgeted amount. In this instance, you will need to generate additional funds for the evaluation or negotiate with your
evaluator to donate some of their services (in-kind services)
Another option is to negotiate with a university professor to
supervise advanced degree students to conduct some of the
evaluation activities Information about participants and programs is a valuable resource, providing confidentiality is respected. For example, you can allow a university professor to
have access to program mformation and possibly to other evaluation records in exchange for evaluation services such as instrument development or data analysis

Managing an evaluation headed by an
outside evaluator
Often, when the decision is made to hire an outside evaluator,
program managers and staff believe that the evaluation is "out
of their hands " This is not true. An outside evaluator cannot
do the job effectively without the cooperation and assistance of
program managers and staff

An evaluation is like any activity taking place within your
agency
needs to be managed Program managers must
manage the evaluation just as program operations are managed
What would happen if your staff stopped interviewing new participants? How long would it be before you knew this had happened? How long would it be before you took action? How

-it
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Elements of a Basic

involved would you be in findmg a solution? An evaluation
needs to be treated with the same level of priority

Contract
Agency name and address

Creating a contract

Evaluator name, address,
affiliation (ifany), and social
security number

A major step in managing an evaluation is the development of a
contract with your outside evaluator It is important that your
contact include the following

Person from agency responsible for monitoring the contract
and work
Key reports, products, and due

dates
Duties and responsibilities

Required meetings, including
attendance at grantee conferences
Payment amount, payment
schedule, and requirementsfor
payment (fees and expenses)

Liability release

Materialsprovided to the
evaluator by the agency
Any special terms or conditions, including those for terminating the contract

Data ownership and pubhcation rights
Confidentiality ofdata

Any restrictions on publishing
evaluation results

Signature and date for both
agency representative and
evaluator

Who "owns" the evaluation information. It is important to
specify who has ownership and to whom the information can be
given Release of information to outside parties should always
be cleared with appropriate agency s off
Any plans for publishing the evaluation results should be discussed and cleared before articles are written and submitted for
pubhcation It is important to review publication restrictions
from the funding agency In some mstances, the funding agency
may have requirements about the use of data and the release of

reports

Who will perform evaluation tasks. The contract should clarify who is to perform the evaluation tasks and the level of contact between the evaluator and the program. Some program
managers have found that outside evaluators, after they are
hired, delegate many of their responsibilities to less experienced
staff and have little contact with the program managers or staff
To some extent, a contract can protect your program from this

r

type of situation

If this probleM occurs even after specification of tasks, you
may want to talk with the senior evaluator you originally hired
to offer the option of renegotiating his or her role The resolution should be mutually agreeable to program staff and the
evaluator and not compromise the integrity of the evaluation
or program The contract should specify the responsibilities
of program staff as well as the evaluator These responsibilities may vary depending on the structure of your evaluation
and the amount of money you have available The exhibits at

1
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the end of this chapter provide some guidelines on roles and responsibilities

Your expectations about the contact between the evaluator
and program staff. It is very important for an outside evaluator to keep program staff informed about the status of the evaluation and to integrate the evaluation into ongoing program

Do you need outside approval

to hire an evaluator?
In most agencies, executive
director, advisory board, or
agency board approval is
needed before you can extend
a contract to your selected
evaluator In Native-American
communities, the tribal council
may need to approve selection
of the evaluator Check your
grant requirements or with
yourfunding agency to determine whether you need Federal
approval ofyour evaluator

operations Failure to do this shortchanges program staff and
denies the program an opportunity to make important changes
on an ongoing basis The contract could specify attendance at
staff meetings and ongoing reporting requirements Settmg up
regular meetings, inviting evaluators to program events and
staff meetings, and requiring periodic reports may help sohdify
the relationship between the program and the evaluation Other
approaches that may help include asking a more senior agency
staff member to become involved with the evaluation process
or withholding payment if the evaluator fails to perform assigned tasks

What to do if problems arise
Even with the best contract, problems can arise during the course
of the evaluation process These problems include the following

Evaluation approaches differ (the program and evaluator
do not see eye-to-eye). Try to reach a common ground where
both programmatic and evaluation constraints and needs are
met If many reasonable attempts to resolve differences have
been tried and severe conflicts still remain that could jeopardize
the program or the evaluation, program staff should consider
terminating the evaluation contract This decision should be
weighed carefully and discussed with your finder, as a new
evaluator will need to be recruited and brought up to speed
midstream In some situations, finding a new evaluator may be
the best option Before making this decision, however, you will
need to discuss this with your program finders, particularly if
they are providing financial support for the evaluation

Evaluation of the program requires analysis skills outside
your original plan. You may find that your evaluator is in
agreement with your assessment and is willing to add another
person to the evaluation team who has expertise and skills
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needed to undertake additional or different analyses Many
times additional expertise can be added to the evaluation team
by using a few hours of a consultant's time Programmers,
statisticians, and the like can augment the evaluation team without fundamentally changing the evaluation team's structure
The most important message in
this manual is that the effectiveness ofan evaluation depends on
having program managers and
staffparticipate as full partners
in the evaluation, whether it zs
being conducted by an outside
evaluator or by in-house staff

The evaluator leaves, terminates the contract, or does not
meet contractual requirements. If the evaluator leaves the
area or terminates the contract, you will most likely be faced
with recruiting a new one In some instances programs have
successfully maintained their ties to evaluators who have left
the area, but this is often difficult When your evaluator does
not meet contractual requirements and efforts to resolve the
dispute have failed, public agencies should turn the case over to
their procurement office and private agencies should seek legal
counsel

The evaluator is not culturally competent or does not have
any experience working with your community and the participants. It is not always possible to locate an evaluator with
both experience in the type of evaluation that you need and experience working with specific groups and subgroups in the
community If your evaluator does not have experience working with the particular group reached by the program, you must
educate this person about the culture (or cultures) of the participants' community and how it might affect the evaluation design, instruments, and procedures The evaluator may need to
conduct focus groups or interviews with community members
to make sure that evaluation questions and activities are both
understood by and respectful of community members

You are not happy with the evaluator's findings. Sometimes
program managers and staff discover that the evaluator's findings are not consistent with their impressions of the program's
effectiveness with participants Program staff believe that participants are demonstrating the expected changes in behavior,
knowledge, or attitudes, but the evaluation results do not indicate this In this situation, you may want to work with your
evaluator to make sure the instruments being used are measuring the changes you have been observing in the program participants Also, remember that your evaluator will continue to

r.
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need input from program staff m interpreting evaluation findmgs

You may also want your evaluator to assess whether some of
your participants are changing and whether there are any common characteristics shared by participants that are or are not
demonstrating changes However, be prepared to accept findings that may not support your perceptions Not every-program
will work the way it was intended to, and you may need to
make some program changes based on your findings
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Potential Responsibilities of the Evaluator
Develop an evaluation plan, 111 conjunction with program staff

Provide monthly or quarterlyprogress reports to staff (written or in person)

Tram project staff Training topics could mcludeUsmg evaluation instruments, information collection activities, participant/case
selection for sampling purposes, and other activities
Designing information collection instruments or selecting standardized
mstruments or mventones

Implement information collection procedures such as
Interview project staff
Interview coordmatmg/collaboratmg agency staff
Interview program participants
Conduct focus groups
Observe service delivery activities
Review participant case records
Develop data base
Code, enter, and clean data
Analyze data

Establish and oversee procedures ensuring confidentiality during all phases of the
evaluation
Write mtenm (quarterly, biannual, yearly) evaluation reports and the final
evaluation report
Attend project staff meetings, advisory board or interagency coordmatmg
committee meetings, and grantee meetings sponsored by funding agency

Present findmgs at local and national meetings and conferences

1
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Potential Responsibilities of the Program Manager
Educate the outside evaluator about the program's operations and objectives,
characteristics of the participant population, and the benefits that program
staff expect from the evaluation This may involve alerting evaluators to
sensitive situations (for example, the need to report suspected child abuse)
they may encounter during the course oftheir evaluation activities
Provide feedback to the evaluator on whether instruments are appropriate for
the target population and provide input during the evaluation plan phase.
Keep the outside evaluator informed about changes in the program's
operations

Specify information the evaluator should include in the report

Assist in interpreting evaluation findings
Provide information to all staff about the evaluation process

Monitor the evaluation contract and completion of work products (such as
reports)

Ensure that program staff are fulfilling their responsibilities (such as data
collection)
Supervise m-house evaluation activities, such as completion of data collection
instruments, and data entry

Serve as a troubleshooter for the evaluation process, resolving problems or
locating a higher level person in the agency who can help
Request a debriefing from the evaluator at various tunes during the evaluation
and at its conclusion
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Chapter 5

How Do You Prepare for an Evaluation?

house, you start by laymg the
foundation If your foundation is not well constructed, your house will eventually develop cracks and you
will be constantly patching them up Preparing for an evaluation is like laying a foundation for a house The effectiveness of
an evaluation ultimately depends on how well you have
planned it
When you build a

Begin preparing for the evaluation when you are planning the
program, component, or service that you want to evaluate This
approach will ensure that the evaluation reflects the program's
goals and objectives The process of preparing for an evaluation should involve the outside evaluator or consultant (if you
decide to hire one), all program staff who are to be part of the
evaluation team, and anyone else in the agency who will be involved The following steps are designed to help you build a
strong foundation for your evaluation

In this chapter...
Preparingfor an evaluation
Program models
Working with assumptions

about your program
Providing a contextfor your
evaluation

Step 1: Decide what to evaluate. Programs vary in size and
scope Some programs have multiple components, whereas
others have only one or two You can evaluate your entire program, one or two program components, or even one or two
services or activities within a component To a large extent,
your decision about what to evaluate will depend on your available financial and staff resources. Ifyour resources are limited,
you may want to narrow the scope of your evaluation It is better to conduct an effective evaluation of a single program component than to attempt an evaluation of several components or
an entire program without sufficient resources
Sometimes the decision about what to evaluate is made for
you This often occurs when fenders require evaluation as a
condition of a grant award Funders may require evaluations of
different types of programs including, but not limited to,
demonstration projects Evaluation of demonstration projects
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is particularly important to fenders because the purpose of
these projects is to develop and test effective program approaches and models

Steps to Prepare for an
Evaluation
Step 1: Decide what to
evaluate
Step 2: Build a model ofyour

program
Step 3: State objectives in
measurable terms

Step 4: Identify the contextfor
your evaluation

At other times, you or your agency administrators will make
the decision about what to evaluate As a general rule, if you
are planning to implement new programs, components, or services, you should also plan to evaluate them This step will help
you determme at the outset whether your new efforts are implemented successfully, and are effective in attaining expected
participant outcomes It will also help identify areas for improvement

If your program is already operational, you may decide you
want to evaluate a particular service or component because you
are unsure about its effectiveness with some of your participants Or, you may want to evaluate your program because you
believe it is effective and you want to obtain additional funding
to continue or expand it

Step 2: Build a model ofyour program. Whether you decide
to evaluate an entire program, a single component, or a single
service, you will need to build a model that clearly describes
what you plan to do A model will provide a structural framework for your evaluation You will need to develop a clear picture of the particular program, component, or service to be
evaluated so that everyone involved has a shared understanding
of what they are evaluating Building a model will help you
with this task
There are a variety of types of models The model discussed in
this chapter focuses on the program's implementation and participant outcome objectives The model represents a senes of
logically related assumptions about the program's participant
population and the changes you hope to bring about m that
population as a result of your program A sample completed
program model and a worksheet that can be used to develop a
model for your program appear at the end of this chapter The
program model includes the following features

Assumptions about your target population. Your assumptions
about your target population are the reasons why you decided to
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develop a program, program component, or service These assumptions may be based on theory, your own experiences m
working with the target population, or your review of existing
research or program literature
Assumptions are the underlying
principles that explain why the
program's component or service
was developed

Using the worksheet, you would write your assumptions in
column 1 Some examples of assumptions about a participant population that could underlie development of a program and potential
responses to these assumptions include the following

Assumption: Children of parents who abuse alcohol or other
drugs are at high risk for parental abuse or neglect

>>Response: Develop a program to work with families to
address substance abuse and child abuse problems simultaneously
Assumption: Runaways and homeless youth are at high risk
for abuse of alcohol and other drugs

1> Response. Develop a program that provides drug abuse
intervention or prevention services to runaway and homeless
youth
Assumption: Families with multiple interpersonal, social, and
economic problems need early intervention to prevent the development of child maltreatment, family violence, alcohol and
other drug (AOD) problems, or all three

>>Response: Develop an early intervention program that
provides comprehensive support services to at-risk families
Assumption. Children from low-income families are at high
risk for developmental, educational, and social problems

>>Response: Develop a program that enhances the developmental, educational, and social adjustment opportunities for
children
Assumption: Child protective services (CPS) workers do not
have sufficient skills for working with families in which substance abuse and child maltreatment coexist
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>>Response: Develop a training program that will expand
the knowledge and skill base of CPS workers
Program interventions (implementation objectives). The
program's interventions or implementation objectives represent
what you plan to do to respond to the problems identified in
your assumptions They include the specific services, activities,
or products you plan to develop or implement Using the worksheet, you can fill in your program implementation objectives in
column 2 Some examples of implementation objectives that
correspond to the above assumptions include the following

Provide intensive in-home services to parents and children.
Provide drug abuse education services to runaway and
homeless youth

Provide in-home counseling and case management
services to low-income mothers with infants

Provide comprehensive child development services to
children andfamilies.
Provide multidisciplinary training to CPS workers.

Immediate outcomes (immediate participant outcome
objectives). Immediate participant outcome objectives can be
entered in column 3 These are your expectations about the
changes in participants' knowledge, attitudes, and behaviors
that you expect to result from your intervention by the time
participants complete the program Examples of immediate outcomes linked to the above interventions include the following

Parents will acknowledge their substance abuse problems.
Youth will demonstrate changes zn their attitudes toward

use of alcohol and other drugs

Mothers will increase their knowledge of infant development and ofeffective and appropnate parenting practices.
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Children will demonstrate improvements zn their cognitive
and interpersonal functioning.
CPS workers will increase their knowledge about the relationship between substance abuse and child maltreatment
and about the appropriate service approach for substanceabusing parents.

Intermediate outcomes. Intermediate outcomes, entered in
column 4, represent the changes m participants that you think
will follow after immediate outcomes are achieved Examples
of intermediate outcomes include the following

After parents acknowledge their AOD abuse problems, they
will seek treatment to address this problem.

After parents receive treatment for AOD abuse, there will be a
reduction in the incidence of child maltreatment
After runaway and homeless youth change their attitudes toward AOD use, they will reduce this use.
After mothers have a greater understanding of child development and appropriate parentingpractices, they will improve
their parenting practices with their infants.

After children progress demonstrate improvements in their
cognitive and interpersonalfunctioning, they will increase
their ability to function at an age-appropriate level in a particular setting.
After CPS workers increase their knowledge about working
with families in which AOD abuse and child maltreatment coexist, they will improve their skillsfor working with these

families.

Anticipated program impact. The anticipated program impact, specified in the last column of the model, represents your
expectations about the long-term effects of your program on
participants or the community They are derived logically from
your immediate and intermediate outcomes Examples of anticipated program impact include the following
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Remember to state your
objectives in measurable
terms. Whatever objectives
you choose to focus on, make
sure you have stated these
objectives in a way that allows them to be measured
This is the most important
step in preparingfor your
evaluation All subsequent
decisions, including the
evaluation design, data collection, data analyses, and
reports, will be based on this

step

After runaway and homeless youth reduce their AOD abuse,
they will seek services designed to help them resolve other
problems they may have.
After mothers of infants become more effective parents, the
needfor out-of-home placements for their children will be

reduced
After CPS workers improve their skills for working with
zn which AOD abuse and child maltreatment coexist, collaboration and integration of services between the child welfare and the substance abuse treatment systems will increase.
Program models are not difficult to construct, and they lay the
foundation for your evaluation by clearly identifying your program implementation and participant outcome objectives
These models can then be stated in measurable terms for evaluation purposes.

Step 3: State your program implementation andparticipant
outcome objectives in measurable terms. The program model
serves as a basis for identifymg your program's implementation
and participant outcome objectives Initially, you should focus
your evaluation on assessing whether implementation objectives and immediate participant outcome objectives were attained This task will allow you to assess whether it is worthwhile to commit additional resources to evaluating attainment
of intermediate and final or long-term outcome objectives

-

Remember, every program, component, or service can be characterized by two types of objectives
implementation objectives and outcome objectives Both types of objectives will
need to be stated in measurable terms

Often program managers believe that stating objectives in measurable terms means that they have to establish performance
standards or some kind of arbitrary "measure" that the program
must attain This is not correct. Stating objectives in measurable terms simply means that you describe what you plan to do
in your program and how you expect the participants to change
m a way will allow you to measure these objectives From this

How Do You Prepare for the Evaluation?

Measurable means that you define
"how many, when, for how long,

what type, and how much" in your
implementation objectives
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perspective, measurement can involve any thmg from counting
the number of services (or determining the duration of services)
to usmg a standardized test that will result in a quantifiable
score Some examples of stating objectives in measurable terms
are provided below

Stating implementation objectives in measurable terms.
Examples of implementation objectives include the following
What you plan to do -The services/activities.you plan to provide or the products you plan to develop, and the duration and
intensity of the services or activities

it -What the staffing arrangements will be, the
characteristics and qualifications of the program staff who will
deliver the services, conduct the training, or develop the products, and how these individuals will be recruited and hired
Who will do

-A

and how many
description of the
for
the
program,
the
number
of participarticipant population
pants to be reached during a specific time frame, and how you
plan to recruit or reach the participants
Who you plan to reach

These objectives are not difficult to state in measurable terms
You simply need to be specific about your program's operations The following example demonstrates how general implementation objectives can be transformed into measurable objectives

General objective: Provide substance abuse prevention and
intervention services to runaway youth.

>>Measurable objectives:

-

What you plan to do Provide eight drug abuse education
class sessions per year with each session lasting for 2 weeks
and involving 2 hour classes convened for 5 days of each week

Develop a curriculum that will include at least two selfesteem building activities, four presentations by youth who
are in recovery, two field trips to recreational facilities, four
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role playing activities involving parent-child interactions, and one
educational lecture on drugs and their effects

-

Who will do it
Classes will be conducted by two counselors
One will be a certified addictions counselor, and the other will
have at least 2 years of experience working with runaway and

homeless youth
The curriculum for the classes will be developed by the 2 counselors in conjunction with the clinical director and an outside
consultant who is an expert in the area of AOD abuse prevention and intervention
Counselors will be recruited from current agency staff and will
be supervised by the agency clinical director who will provide 3
hours of supervision each week

-

Who you plan to reach and how many
Classes will be provided to all youth residing in the shelter dining the time of the
classes (from 8 to 14 youth for any given session) and to youth
who are seeking crisis intervention services from the youth services agency (approximately 6 youth for each session) All
youth will be between 13 and 17 years old Youth seeking crisis
intervention services will be recruited to the classes by the mtake counselors and the clinical director

A blank worksheet that can be used to state your implementation objectives in measurable terms is provided at the end of
this chapter From your description of the specific characteristics for each objective, the evaluation will be able to assess, on
an ongoing basis whether the objectives were attained, the
types of problems encountered during program implementation,
and the areas where changes may need to be made For example, using the example provided above, you may discover that
the first class session included only two youth from the crisis
intervention services You will then need to assess your recruitment process, asking the following questions
How manyyouth sought crisis intervention services during that
tuneframe?
How manyyouth agreed to participate?

1
6

:
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What barriers were encountered to participation in the classes
(such as youth or parent reluctance to give permission, lack of

transportation, or lack of interest among youth)?
Based on your answers to these questions, you may decide to
revise your recruitment strategies, train cnsis intervention
counselors to be more effective m recruiting youth, visit the
family to encourage the youth's participation, or offer transportation to youth to make it easier for them to attend the
classes

Stating participant outcome objectives in measurable
terms. This process requires you to be specific about the
changes in knowledge, attitudes, awareness, or behavior that
you expect to occur as a result of participation in your program One way to be specific about these changes is to ask
yourself the following question
How will we know that the expected changes occurred?
To answer this question, you will have to identify the evidence
needed to demonstrate that your participants have changed
The followmg examples demonstrate how participant outcome
objectives may be stated in measurable terms A worksheet for
defining measurable participant outcome objectives appears at
the end of this chapter.

General objective: We expect to improve the parenting skills
ofprogram participants.

> >Measurable objective: Parents participating m the program will demonstrate significant increases in their scores on an
instrument that measures parenting skills from intake to completion of the parenting education classes

General objective: We expect to reduce the use of alcohol
and other drugs by youth participating in the substance
abuse intervention program.

> >Measurable objective: Youth will indicate significant decreases in their scores on an instrument that measures use of
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alcohol and other drugs from mtake to after program participation

General objective: We expect to improve CPS workers' ability to work effectively withfamilies in which child maltreatment andparental substance abuse problems coexist

> >Measurable objective:

CPS workers will demonstrate
significant increases in their scores on instruments that measure
knowledge of substance abuse and child maltreatment issues
and skills for working with these families from before to after
training

General objective: We expect to reduce the risk of child
maltreatment for children in the families served

>>Measurable objective: Families served by the program
will be significantly less likely than a similar group of families to
be reported for child maltreatment for 6 months after they complete the program

Step 4: Identify the contextforyour evaluation. Part of planning for an evaluation requires understanding the context in
which the evaluation will take place Think again about building
a house Before you can design your house, you need to know
something about your lot If your lot is on a hill, you must consider the slope of the hill when you design your house If there
are numerous trees on the lot, you must design your house to
accommodate the trees
Similarly, program evaluations do not take place in a vacuum,

and the context of an evaluation must be considered before the
evaluation can be planned and designed Although many contextual factors can affect your evaluation, the most common
factors pertain to your agency, your staff; and your participant
population
1

The agency context. The characteristics of an agency implementing a program affects both the program and the evaluation
The aspects of your agency that need to be considered in
preparing for your evaluation include the following

How Do You Prepare for the Evaluation?
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The agency's evaluation-related resources. Does the agency

have a management information system in place that can be
used to collect data on participants and services? Does the
agency have an advisory board that includes members who
have expenence evaluating programs? Does the agency have
discretionary funds in the budget that can be used for an evaluation?
The agency's history of conducting program evaluations Has
the agency evaluated its programs before? If yek was the experience a negative or positive one? If it was negative, what
were the problems encountered and how can they be avoided in
the current evaluation? Are the designs of previous agency
evaluations appropriate for the evaluation you are currently
planning?

If the agency has a history of program evaluation, you may be
able to use the previous evaluation designs and methodology
for your current evaluation Review these with your outside
evaluator or consultant to determine whether they are applicable to your current needs If they are applicable, this will save
you a great deal of time and money
The program's relationship to other agency activities. Is the
program you want to evaluate integrated into other agency activities, or does it function as a separate entity? What are the
relationships between the program and other agency activities?
If it is integrated, how will you evaluate it apart from other
agency activities? This can be a complicated process If your
evaluation team does not include someone who is an experienced evaluator, you may need assistance from an outside consultant to help you with this task

The staff context. The support and full participation of program staff in an evaluation is critical to its success Sometimes
evaluations are not successfully implemented because program
staff who are responsible for data collection do not consistently
administer or complete evaluation forms, follow the directions
of the evaluation team, or make concerted efforts to track participants after they left the program The usual reason for staffrelated evaluation problems is that staff were not adequately
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prepared for the evaluation or given the opportunity to participate in its planning and development Contextual issues relevant to program staff include the following

Culture refers to the shared
values, traditions, norms, customs,
arts, history, institutions and
experiences of a group ofpeople
The group may be identified by
race, age, ethnicity, language,
national origin, religion, or other
social category or grouping

The staff's experiences in participating in program evaluations. Have your staff participated in evaluations poor to this
one? If yes, was the expenence a positive or negative one? If
no, how much do they know about the evaluation process and
how much trainmg will they need to participate as full partners
in the evaluation?

If staff have had negative experiences with evaluation, you will
need to work with them to emphasize the positive aspects of
evaluation and to demonstrate how this evaluation will be different from prior ones All staff will need careful training if they
are to be involved in any evaluation activities, and this training
should be reinforced throughout the duration of the evaluation
The staffs attitudes toward evaluation. Do your staff have positive or negative attitudes toward evaluation? If negative, what
can be done to make them more positive? How can they be encouraged to support and participate fully m the evaluation?

Negative attitudes sometimes can be counteracted when program managers demonstrate enthusiasm for the evaluation and
when evaluation activities are integrated with program activities It may be helpful to demonstrate to staff how evaluation
instruments also can be used as assessment tools for participants and therefore help staff develop treatment plans or needs
assessments for individual participants
The staffs knowledge about evaluation Are your staff knowl-

edgeable about the practices and procedures required for a program evaluation? Do any staff members have a background in
conducting evaluations that could help you with the process?

Staff who are knowledgeable about evaluation practices and
procedures can be a significant asset to an evaluation They can
assume some of the evaluation tasks and help train and supervise other staff on evaluation activities

How Do You Prepare for the Evaluation')

Getting program participants
involved. You may find it useful to
discuss the evaluation with program
participants, if it seems reasonable
to you You could describe what
you plan to do and something about
how you plan to do it, and obtain
feedbackfrom participants concerning their attitudes and opinions
about the evaluation
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The participant population context. Before designing an
evaluation, it is very important to understand the charactenstics
of your participant population The primary issue relevant to
the participant population context concerns the potential diversity of your programpopulation. For example, is the program
population similar or diverse with respect to age, gender, ethnicity, socioeconomic status, and literacy levels?. If the population is diverse, how can the evaluation address this diversity?
Participant diversity can present a significant challenge to an
evaluation effort Instruments and methods that may be appropriate for some participants may not be for others For example, written questionnaires may be easily completed by some
participants, but others may not have adequate literacy levels
Similarly, face-to-face interviews may be appropnate for some
of the cultural groups the program serves, but not to others

If you serve a diverse population of participants, you may need
to be flexible in your data collection methods You may design
an instrument, for example, that can be administered either as a
written instrument or as an mterview instrument You also may
need to have your instruments translated into different languages However, it is important to remember that just translatmg an instrument does not necessarily mean that it will be culturally appropnate

If you serve a particular cultural group, you may need to select
the individuals who are to collect the evaluation information
from the same cultural or ethnic group as your participants If
you are concerned about the literacy levels of your population,
you will need to pilot test your instruments to make sure that
participants understand what is being asked of them More information related to pilot tests appears in Chapter 7
Identifying contextual issues is essential to building a solid
foundation for your evaluation During this process, you will
want to involve as many members of your expected evaluation
team as possible The decisions you make about how to address
these contextual issues in your evaluation will be fundamental
to ensuring that the evaluation operates successfully and that
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its design and methodology are appropriate for your
participant population
After you have completed these initial steps, it is time to "frame"
your house To frame a house, you need blueprints that detail the
plans for the house The blueprint for an evaluation is the evaluation plan Chapter 6 discusses the elements that go into building
this plan

SAMPLE PROGRAM MODEL

Child Abuse Prevention Program
Assumptions about
Target Population

Interventions
(Implementation
Objectives)

Immediate Outcomes
(Participant Outcome
Objectives)

Intermediate Outcomes
(Participant Outcome
Objectives)

Anticipated Program
Impact (Long Term
Program Goals)

Genet al. Children of patents
who abuse alcohol and other
drugs (AOD) are at high risk for
parental maltreatment

General: Develop a program

General: Improve overall

that addresses AOD abuse and
child maltreatment
simultaneously

quality of family functioning

General: Reduce AOD abuse
and child maltreatment m

Eliminate AOD abuse and
child maltteatinent among
participating families

Specific. The nsk for child
abuse will decrease if parents
stop usmg alcohol and other
drugs

Substance abuse treatment
services

Parents acknowledge AOD
abuse and seek help

Home visiting services

Parents reduce AOD use

Specific: The risk for child
abuse will decrease if parents
develop effective parenting
skills

Parent effectiveness
education

Parents increase knowledge
of parenting skills

Patent support groups

Patents increase knowledge
of child development

families

Parents complete AOD treatment
and continue with support
groups or other aftercare services

Elimmate AOD abuse
among participating patents

Patents demonstrate changes
in then paientmg pi actices
with childien

Eliminate child maltreatment
among participating parents

Children increase self-esteem

Prevent AOD abuse among
childien m participating
families

Child development education

Patents acknowledge impact
of then AOD abuse on
children

Specific: Children of AOD
abusmg parents ate at high
risk for AOD abuse

Skill building classes

Recreational activities

Children mouse skills in
dealing with AOD abusing
parents

Ding abuse education

Children memo knowledge

services

of AOD

PROGRAM MODEL WORKSHEET

Assumptions about
Target Population

Interventions
(Implementation
Objectives)

Immediate Outcomes
(Participant Outcome
Objectives)

Intermediate Outcomes
(Participant Outcome
Objectives)

Anticipated Program
Impact (Long Term
Program Goals)

SAMPLE WORKSHEET: IMPLEMENTATION OBJECTIVES STATED IN MEASURABLE TERMS
FOR A DRUG ABUSE PREVENTION PROGRAM FOR RUNAWAY AND HOMELESS YOUTH
Component

What you will do

Who will do it

Shelterbased
services

Implement 8 drug education
class each year

2 shelter counselors,

1

counselor timed in the
ROPES prop am

Implement 8 ROPES programs
each year
Take 8 field trips each year

Provide transportation for youth
not iesidmg in the shelter

Sheet
outreach

Implement a diop-m center for
sheet youth in an area where
runaway youth congregate
Send out a street van to provide
food, clothes, and drug -related
information

2 counselors (1 man and
1 woman) who me
hawed m drug
prevention counseling
will staff the drop-in
center

Who you will reach and
how many

How long

Appioximately 5 youth
residing in the shelter for a
period of two weeks for each
activity

Drug abuse education class will meet daily
for one week

Appioximately 10 youth
seeking crisis intervention
services fiom the shelter for
each activity

Field hip will occur once for each class

Appiox 50 runaway youth
who are on the sheets will be
served each year

The di op-m center will be open from 2 00
10 00 pm every day

ROPES course will meet daily for one week

The sheet van will go out two times per week
fiom fiom 10 00 pm to 2 00 am

2 street ouheach workers
- one man and one
woman

Home-based
services

Provide informal family and
couples counseling in the home 2
times per week
Provide on-call 24 -hour per day
case management for crisis
resolution and accessing needed
services

2 family therapists
and 2 aides

-

Approximately 50 families
each year of youth who have
run away or are at risk for
running away

Each family will receive services for a 3month period

Followup services will be provided for 4
weeks
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WORKSHEET FOR DESCRIBING PROGRAM IMPLEMENTATION OBJECTIVES IN MEASURABLE TERMS
Component

What you will do

Who will do it

Who you will reach and
how many

How long

------

SAMPLE PARTICIPANT OUTCOME OBJECTIVES STATED IN MEASURABLE TERMS
FOR A COMPREHENSIVE CHILD DEVELOPMENT PROGRAM
Components

Target
Population

General Expected
Outcomes

Measurable Expected Outcomes

Home-based
services

Family

Improve family's
access to services

After receiving services in comparison to before receiving services, families will demonstrate

Improve family
functioning
Child
development

Children

Improve child
development

Increases in their knowledge about available services in the community
Increases m the number of services they are linked to
Decreases in scores on an mventory measuring fanuly stress
Increases m scores on an inventory measuring life skills
After receiving services m comparison to before receiving services, children will demonstrate increases in
scores on a child development inventory
Children receiving component services will show greater increases m scores than a matched group of children
who did not receive component services

Mental health
services

Families

Improve family
functioning

After receivmg services, in comparison to before receiving services, parents will show
Improvements in their ability to cope with stress
Improvements in self-esteem

Parent
education

Parents

Improve parenting
practices
Improve children's
health

Inteiagenoy
partnerships

Community
agencies and
organizations

Improve families'
access to services

After receivmg services, in comparison to before receiving services, parents will demonstrate,
Increases in their knowledge about appropriate parenting practices
Increases in their knowledge about nutrition
Increases in the number of the nutritious foods they buy and nutritious meals they prepare
Increases in the number of well-child doctor's visits they take their children to

After participating in this component in comparison to before participating in this component, interagency
collaboration members will demonstrate
Increases in the number of referrals they make to the program
Increases in the number of referrals they take from the program
Increases in their willingness to change procedures to make access to services easier

WORKSHEET: PARTICIPANT OUTCOME OBJECTIVES STATED IN MEASURABLE TERMS
Program
Components

Target
Population

General Expected
Outcomes

Measurable Participant Outcomes

Chapter 6

What Should You Include in an
Evaluation Plan?

If you decided to build a house, you probably would hire an
architect to design the house and draw up the plans Although
it is possible to build a house without hiring an architect, this
professional knows what is and is not structurally possible and
understands the complex issues relevant to setting the foundation and placing the pipes, ducts, and electrical wires An architect also knows what materials to use in various parts of the
house and the types of materials that are best However, an architect cannot design the house for you unless you tell him or
her what you want

In this chapter...

Parts of an evaluation
plan
Proceduresfor managing
and monitoring an
evaluation
Sample outline

An evaluation plan is a lot like an architect's plans fora house.
It is a written document that specifies the evaluation design and
details the practices and procedures to use to conduct the evaluation Just as you would have an architect develop the plans
for your house, it is a good idea to have an experienced evaluator develop the plans for your evaluation Similarly, just as an
architect cannot design your house without input from you, an
expenenced evaluator cannot develop an effective evaluation
plan without assistance from you and your staff The evaluator
has the technical expertise, but you and your staff have the program expertise Both are necessary for a useful evaluation plan

If you plan to hire an outside evaluator to head your evaluation
team, you may want to specify developing the evaluation plan
as one of the evaluator's responsibilities, with assistance from
you and program staff If you plan to conduct an m-house evaluation and do not have someone on your evaluation team who
is an experienced evaluator, this is a critical point at which to
seek assistance from an evaluation consultant The consultant
can help you prepare the evaluation plan to ensure that your
design and methodology are technically correct and appropnate
for answering the evaluation questions
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This chapter provides information about the necessary ingredients to include in an evaluation plan This information will help
you

Work with an experienced evaluator (either an outside evaluator or someone within your agency) to develop the plan
You need to prepare an evaluation

plan well in advance ofbeginning
your evaluation, especially if a
human subjects review or Institutional Review Board amv review
is required by your agency when
conducting research and evalua-

Review the plan that an outside evaluator has developed to
make sure all the ingredients are included

Understand the kinds of things that are required m an evaluation and why your outside evaluator or evaluation consultant has chosen a specific design or methodology

tion activities

An evaluation plan should be developed at least 2 to 3 months
before the time you expect to begin the evaluation so that you
have ample time to have the plan reviewed, make any necessary
changes, and test out information collection procedures and instruments before collecting data

Do not begin collecting evaluation information until the plan is
completed and the instruments have been pilot-tested A sample
evaluation plan outline that may be used as a guide appears at
the end of this chapter The major sections of the outline are
discussed below

Section

I.

The evaluation framework

This section can be used to present the program model
(discussed in Chapter 5), program objectives, evaluation questions, and the timeframe for the evaluation (when collection of
evaluation information will begin and end) It also should include a discussion of the context for the evaluation, particularly
the aspects of the agency, program staff, and participants that
may affect the evaluation (also discussed in Chapter 5) If an
outside evaluator is preparing the plan, the evaluator will need
your help to prepare this section

What Should You Include in an Evaluation Plan?

Note: Data doesn't have to be
numerical Evaluation data can be
any information collected about
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Section II. Evaluating implementation
objectives
procedures and methods

your program or participants

This section should provide detailed descriptions of the practices and procedures that will be used to answer evaluation

questions pertaining to your program's implementation objectives (Are implementation objectives being attained and, if not,
why not' What bathers were encountered? -What has facilitated attainment of objectives?)

Types of information needed. In an evaluation, information
is often referred to as data Many people think that the term
"data" refers to numencal information In fact, data can be
facts, statistics, or any other items of information Therefore,
any information that is collected about your program or participants can be considered evaluation data

When you may need assistance
from an experienced evaluator.
During the process of developing
an evaluation plan, you will want
the assistance from an experienced
evaluator when you areDeciding on an evaluation
design
Selecting or developing data
collection instruments

The types of information needed will be guided by the objective
you assess For example, when the objective refers to what you
plan to do, you must collect information on the types of services, activities, or educational/training products that are developed and implemented, who received them, and their duration
and intensity

When the objective pertains to who will do it, you must collect
information on the charactenstics of program staff (including
their background and expenence), how they were recruited and
hired, their job descriptions, the trammg they received to perform their jobs, and the general staffing and supervisory arrangements for the program

Developing the analysis plan
Determining the sampling plan
(ifrelevant)

When the objective concerns who will participate, you must
collect information about the characteristics of the participants,
the numbers of participants, how they were recruited, bathers
encountered m the recruitment process, and factors that facili-

tated recruitment

o
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Sources of necessary information. This refers to where, or
from whom, you will obtain evaluation information Again, the
selection of sources will be guided by the objective you are assessing For example
Information on services can come from program records or
from interviews with program staff
Information on staff can come from program records, interviews with agency administrators, staff themselves, and
program managers
Sampling is the process when
only certain participants, staff,or records are usedfor your
evaluation

-Information on participants and recruitment strategies can
come from program records and interviews with program
staff and administrators

Information about barriers and facilitators to implementing
the program can come from interviews with relevant program personnel
This section of the plan also should include a discussion of how
confidentiality of information will be maintained You will need
to develop participant consent forms that include a description
of the evaluation objectives and how the information will be
used A sample participant consent form is provided at the
end of this chapter.

How sources of information will be selected. If your program
has a large number of staff members or participants, the time
and cost of the evaluation can be reduced by including only a
sample of these staff or participants as sources for evaluation
information If you decide to sample, you will need the assistance of an experienced evaluator to ensure that the sampling
procedures result in a group of participants or staff that are appropriate for your evaluation objectives Sampling is a complicated process, and if you do not sample correctly you run
the risk of not being able to generalize your evaluation results to your participant population as a whole

What Should You Include in an Evaluation Plan?
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There are a vanety of methods for sampling your sources
For each of your program's
objectives, the evaluation
plan must describe:
Types ofinformation

needed
Sources ofinformation

You can sample by identifying a specific timeframe for collecting evaluation-related information and including only
those participants who were served during that timeframe
You can sample by randomly selecting the participants (or
staff) to be used in the evaluation For example, you might
assign case numbers to participants and include only the
even-numbered cases in your evaluation

How sources will be

selected
Methods for collecting
information (instruments and
procedures)
Time-frame for collecting

information
Methods for analyzing
information

You can sample based on specific criteria, such as length
of time with the program (for staff) or characteristics of
participants

Methods for collecting information. For each implementation objective you are assessing, the evaluation plan must specify how information will be collected (the instruments and procedures) and who will collect it To the extent possible, collection of evaluation mformation should be integrated into program operations For example, in direct services programs, the
program's intake, assessment, and termination forms could be
designed so that they are useful for evaluation purposes as well
as for program purposes

In training programs, the registration forms for participants
can be used to collect evaluation-related information as well as
provide information relevant to conducting the training If
your program uses a management information system (MIS) to
track services and participants, it is possible that it will incorporate much of the information that you need for your evaluation
There are a number of methods for collecting information including structured and open-ended interviews, paper and pencil inventories or questionnaires, observations, and systematic
reviews of program or agency records or documents The
methods you select will depend upon the following
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The evidence you need to establish that your objectives
were attained

Your sources

Your available resources
Why informed consent is so
important. People should be allowed their privacy, and this means
that they have the right to refuse to
give any personal or family information, the right to refuse to
answer any questions in the evaluation, and even the right to refuse to
be a part of the evaluation at all
For participant consent to be
informed, you must clearly explain
these rights, as well as any risks
associated with the evaluation

Chapter 7 provides more information on these methods The
instruments or forms that you will use to collect evaluation
information should be developed or selected as part of the
evaluation plan Do not begin an evaluation until all of the
data collection instruments are selected or developed
Again, instrument development or selection can be a complex process and your evaluation team may need assistance
from an experienced evaluator for this task

Confidentiality. An important part of implementing an evaluation is ensuring that your participants are aware of what you
are doing and that they are cooperating with the evaluation voluntarily People should be allowed their privacy, and this means
they have the right to refuse to give any personal or family information, the right to refuse to answer any questions, and even
the right to refuse to be a part of the evaluation at all
Explain the evaluation activities and what will be required of
them as part of the evaluation effort Tell them that their name
will not be used and that the information they provide will not
be linked to them Then, have them sign an informed consent
form that documents that they understand the scope of the
evaluation, know what is expected of them, agree (or disagree)
to participate, and understand they have the right to refuse to
give any information They should also understand that they
may drop out of the evaluation at any time without losing any
program services If children are involved, you must get the
permission of their parents or guardians concerning their participation in the evaluation

A sample informed consent form appears at the end of this
chapter Sometimes programs will have participants complete
this form at the same time that they complete forms agreeing
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to participate in the program, or agreeing to let their chilNote: To determine whether
yourparticipants changed,
you need to collect information about them before they
begin (and before they receive services or training)
and after they complete your
program

dren participate This reduces the time needed for the evaluator to secure informed consent

Timeframe for collecting information. Although you will
have already specified a general tuneframe for the evaluation,
you will need to specify a time frame for collecting data relevant to each implementation objective Times for data collection will again be guided by the objective underassessment You should be sure to consider collectmg evaluation at
the same time for all participants, for example, after they have
been m the program for 6 months

Methods for analyzing information. This section of an evaluation plan describes the practices and procedures for use in analyzing the evaluation information For assessing program implementation, the analyses will be primarily descriptive and may
involve tabulating frequencies (of services and participant characteristics) and classifying narrative information into meaningful categories, such as types of barriers encountered, strategies
for overcoming barriers, and types of facilitating factors An
experienced evaluator can help your evaluation team design an
analysis plan that will maximize the benefits of the evaluation
for the program and for program staff More information on
analyzing program implementation information is provided in
Chapter 8

Section III. Evaluating participant
outcome objectives
The practices and procedures for evaluating attainment of participant outcome objectives are similar to those for evaluating
implementation objectives However, this part of your evaluation plan will need to address a few additional issues

Selecting your evaluation design. A plan for evaluating participant outcome objectives must include a description of the
evaluation design Again, the assistance of an experienced evaluator (either an outside evaluator, a consultant, or someone
within your agency) is critical at this juncture

68

The Program Manager's Guide to Evaluation

The evaluation design must allow you to answer these basic
questions about your participants

Did program participants demonstrate changes in
knowledge, attitudes, behaviors, or awareness?

Using a control or comparison
group is the best way to determine the impact ofyour program
on participants

Were the changes the result of the program's
interventions?

Two commonly used evaluation designs are

Pre-intervention and post-intervention assessments
A control group isformed by

randomly assigning participants
to either a treatment group
(which recevres services) or a
control group (which receives no

services)
A comparison group zs used

when you cannot randomly assign participants, instead, you
identify a group ofpeople similar to your participants but who
do not receive your program's

services

Pre-intervention andpost-intervention assessments
using a comparison or control group

A pre- and post-mtervention design involves collecting information only on program participants This information is collected at least twice once before participants begin the program and again either immediately or some time after they
complete or leave the program You can collect outcome information as often as you like after participants enter the program,
but you must collect information on participants before they enter the program This is called baseline information and is essential for demonstrating that a change occurred

If you are implementing an education or training program, this
type of design can be effective for evaluating immediate
changes in participants' knowledge and attitudes In these types
of programs, you can assess participants' knowledge and attitudes prior to the training and immediately after training with
some degree of certainty that any observed changes resulted
from your interventions
However, if you want to assess longer-term outcomes of training and education programs or any outcomes of service delivery programs, the pre-intervention and post-intervention design
by itself is not recommended Collecting information only on program participants does not allow you to answer the question
Were participant changes the result of program interventions? The
changes may have occurred as a result of other interventions, or
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are changes that might have occurred without any intervention at
all

Note: Random assignment does
not mean that contml group
members cannot receive any
services or training They may
remain on a waiting list and
participate in your program
after the evaluation information
has been collected

To be able to attribute participant changes to your program's
intervention, you need to use a pre- and post-intervention design that incorporates a comparison or control group In this
design, two groups of individuals are included in your evaluation

The treatment group (individuals who participate in your
program)
The nontreatment group (individuals who are similar to
those in the treatment group, but who do not receive the
same services as the treatment group)
The nontreatment group is called a control group if all eligible
program participants are randomly assigned to the treatment
and nontreatment groups Random assignment means that
members of both groups can be assumed to be similar with respect to all key characteristics except program participation
Thus, potential sources of biases are "controlled " A comparison group is a nontreatment group where you do not randomly
assign people A comparison group could be families from another program, children from another school, or former program participants
Using a control group greatly strengthens your evaluation,
but there are barriers to implementing this design option
Program staff may view random assignment as unethical
because it deprives eligible participants of needed services As
a result, staff sometimes will prioritize eligible participants
rather than use random assignment, or staff may simply refuse
to assign individuals to the control group Staff from other
agencies may also feel random assignment is unethical and may
refuse to refer individuals to your program
To avoid these potential barriers, educate staff from your program and from other agencies in your community about the
benefits of the random assignment process No one would argue with the belief that it is important to provide services to individuals who need them However, it is also important to find
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out if those services actually work The random assignment
process helps you determine whether or not your program's
services are having the anticipated effect on participants Staff
from your program and from other agencies also must be informed that random assignment does not mean that control
group members cannot receive any services or training They
may participate in the program after the evaluation data have
been collected, or they may receive other types of services or
training

Mother potential banner to using a control group is the number
of program participants that are recruited If you find that you
are recruiting fewer participants than you originally anticipated,
you may not want to randomly assign participants to a control
group because it would reduce the size of your service population

A final barrier is the difficulty of enlisting control group members in the evaluation process Because control group members
have not participated in the program, they are_unlikely to have
an interest in the evaluation and may refuse to be interviewed
or complete a questionnaire Some evaluation efforts set aside
funds to provide money or othr incentives to encourage both
control group and treatment group members to participate in
the evaluation Although there is some potential for bias in this
situation, it is usually outweighed by the need to collect information from control group members

If you are implementing a program in which random assignment
of participants to treatment and control groups is not possible,
you will need to identify a group of individuals or families who
are similar to those participating in your program whom you
can assess as part of your evaluation This group is called a
comparison group. Similar to a control group, members of a
comparison group may receive other types of services or no
services at all Although using comparison groups means that
programs do not have to deny services to eligible participants,
you cannot be sure that the two groups are completely similar.
You may have to collect enough information at baseline to try
and control for potential differences as part of your statistical
analyses
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Comparison group members may be participants in other programs provided by your agency or in programs offered by other
agencies If you plan to use a comparison group, you must
make sure that this group will be available for assessments during the time frame of your evaluation Also, be aware that comparison group members, like control group members, are difficult to enlist in an evaluation The evaluation plan will need to
specify strategies for encouraging nontreatment group members
to take part in the evaluation

Pilot-testing information collection instruments. Your plans
for evaluating participant outcome objectives will need to include a discussion of plans for pilot-testing and revising information collection instruments Chapter 7 provides information
on pilot-testing instruments

Analyzing participant outcome information. The plan for
evaluating participant outcomes must include a comprehensive
data analysis plan The analyses must be structured to answer
the questions about whether change occurred and whether
these changes can be attributed to the program A more detailed discussion on analyzing information on participant outcomes is provided in Chapter 8

Section IV. Procedures for managing
and monitoring the evaluation
This section of the evaluation plan can be used to describe the
practices and procedures you expect to use to manage the evaluation If staff are to be responsible for data collection, you will
need to describe how they will be trained and monitored You
may want to develop a data collection manual that staff can
use This will ensure consistency in information collection and
will be useful for staff who are hired after the evaluation begins
Chapter 7 discusses various types of evaluation momtormg
tivities.
This final section of the evaluation plan also should include a
discussion of how changes in program operations will be handled in the evaluation For example, if a particular service or
program component is discontinued or added to the program,
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you will need to have procedures for documenting the time that
this change occurred, the reasons for the change, and whether
particular participants were involved m the program prior to or
after the change This will help determine whether the change
had any impact on attainment of expected outcomes

Once you and your experienced evaluator have completed the
evaluation plan, it is a good idea to have it reviewed by selected
individuals for their comments and suggestions Potential reviewers include the following
Agency administrators who can determine whether the
evaluation plan is consistent with the agency's resources
and evaluation objectives

Program staff who can provide feedback on whether the
evaluation will involve an excessive burden for them and
whether it is appropriate for program participants
Advisory board members who can assess whether the evaluation will provide the type of information most important
to know

Participants and community members who can determine if
the evaluation instruments and procedures are culturally
sensitive and appropriate
After the evaluation plan is complete and the instruments pilot
tested, you are ready to begin collecting evaluation information
Because this process is so critical to the success- of an evaluation, the major issues pertaining to information collection discussed in more detail in the following chapter
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Sample Outline for Evaluation Plan

I.

Evaluation framework
A. What you are going to evaluate
1. Program model (assumptions about target population, interventions, immediate

outcomes, intermediate outcomes, and final outcomes)
2

Program implementation objectives (stated in general and then measurable terms)
a. What you plan to do and how
b Who will do it
c. Participant population and recruitment strategies

3. Participant outcome objectives (stated in general and then measurable terms)

4 Context for the evaluation
B. Questions to be addressed in the evaluation
1.

Are implementation objectives being attained? If not, why (that is, what barriers
or problems have been encountered)? What kinds of things facilitated implementation?

2 Are participant outcome objectives being attained? If not, why (that is, what bamers or
problems have been encountered)? What kinds of things facilitated attainment of

participant outcomes?
a. Do participant outcomes vary as a function of program features? (That is, which

aspects of the program are most predictive of expected outcomes?)
b. Do participant outcomes vary as a function of charactenstics of the participants or

staff?
C. Timeframe for the evaluation
1

When data collection will begin and end
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Sample Outline for Evaluation Plan (continued)

2. How and why timeframe was selected
II.

Evaluating implementation objectives

-

procedures and methods

(question 1: Are implementation objectives being attained, and if not, why not?)
A. Objective

1

(state objective in measurable terms)

of information needed to determine if objective
bamers and facilitators

1. Type

is being attained and to assess

1

2 Sources of information (that is, where you plan to get the information including staff,
participants, program documents). Be sure to include your plans for maintaining confidentiality of the information obtained dunng the evaluation
3

How sources of information were selected

4 Time frame for collecting information
5 Methods for collecting the information (such as interviews, paper and pencil
instruments, observations, records reviews)

6 Methods for analyzing the information to determine whether the objective was
attained (that is, tabulation of frequencies, assessment of relationships between or
among variables)
B. Repeat this information

for each implementation objective being assessed in

the evaluation
Ill.

Evaluating participant outcome objectives-procedures and methods
(question 2: Are participant outcome objectives being attained and if not, why not?)
A. Evaluation design
B. Objective
1.

1

(state outcome objective in measurable terms)

Types of information needed to determine if objective
evidence will you use to demonstrate the change?)

1

is being attained (that is,

what

2. Methods of collecting that information (for example, questionnaires, observations,
surveys, interviews) and plans for pilot-testing information collection methods
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Sample Outline for Evaluation Plan (continued)

3 Sources of information (such as program staff, participants, agency staff,
program managers, etc.) and sampling plan, if relevant
4. Timeframe for collecting information
5. Methods for analyzing the information to determine whether the objective
was attained (i e , tabulation of frequencies, assessment of relationships

between or among vanables using statistical tests)
C. Repeat this information

for each participant outcome objective being

assessed in the evaluation
IV.

Procedures for managing and monitoring the evaluation
A. Procedures for training staff to collect evaluation-related information
B. Procedures for conducting quality control checks

of the information

collection process
C. Timelines

for collecting, analyzing, and reporting information, including procedures

for providing evaluation-related feedback to program managers and staff
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Sample informed Consent Form
We would like you to participate in the Evaluation of [program name]. Your participation is important to us
and will help us assess the effectiveness of the program. As a participant in [program name] we will ask
you to [complete a questionnaire, answer questions in an interview, or other task]
We will keep all of your answers confidential Your name will never be included in any reports and none of
your answers will be linked to you in any way The information that you provide will be combined with information from everyone else participating in the study

-

[If information/data collection includes questions relevant to behaviors such as child abuse, drug abuse, or
suicidal behaviors, the program should make clear its potential legal obligation to report this information
and that confidentiality may be broken in these cases. Make sure that you know what your legal reporting
requirements are before you begin your evaluation ]
You do not have to participate in the evaluation. Even if you agree to participate now, you may stop
participating at any time or refuse to answer any question. Refusing to be part of the evaluation will not
affect your participation or the services you receive in [program name].
fp

If you have any questions about the study you may call [name and telephone number of evaluator,

program manager or community advocate].
By signing below, you confirm that this form has been explained to you and that you
understand rt.

Please Check One:
AGREE TO PARTICIPATE
DO NOT AGREE TO PARTICIPATE

Participant or Parent/Guardian

Signed:

Date

Chapter 7

How Do You Get the Information You
Need for Your Evaluation?

-

Chapter 6 noted, a major section of your
evaluation plan concerns evaluation information
what kinds of information you need, what the sources for this
information will be, and what procedures you use to collect it
Because these issues are so critical to the success of your evaluation effort, they are discussed in more detail in this chapter
As

In a program evaluation, the information you collect is similar
to the materials you use when you build a house If you were to
build a house, you would be very concerned about the quality
of the materials used High-quality materials ensure a strong
and durable house In an evaluation, the quality of the information you collect also affects its strength and durability The
higher the quality of the information collected, the better the
evaluation

At the end of the chapter, there are two worksheets to help you
plan out the data collection process One is a sample worksheet
completed for a drug abuse prevention program for runaway
and homeless youth, and the other is a blank worksheet that
you and your evaluation team can complete together The following sections cover each column of the worksheet

In this chapter...
Determining information
needs and sources
Identifying effective
instruments
Developing data collection
procedures
Pilot testing and monitoring
activities

What specific information do you need
to address objectives?
Using the worksheet, fill in your program implementation (or
participant outcome objectives) in column I Make sure that
these objectives are stated in measurable terms Your statement
of objectives in measurable terms will determine the kinds of
information you need and will avoid the problem of collectmg
more information than is actually necessary
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Next, complete column 2 by specifying the information that addresses each objective This information is sometimes referred
to as the data elements. For example, if two of your measurable
participant outcome objectives are to improve youth's grades
and scores on academic tests and reduce their incidence of behavioral problems as reported by teachers and student selfreports, you will need to collect the followmg information
When making decisions about your
information needs, you and other
members ofyour evaluation team
may decide that certain types of
information would be interesting to
collect However, ifthe information
does not relate directly to your
implementation or outcome objectives, you should resist this urge
By staying focused on your specific
information needs, you will be able
to keep the time and costs of the
evaluation to a minimum

Student grades
Academic test scores
Number of behavior or discipline reports
Teacher assessments of classroom behaviors
Student self-assessments of classroom behaviors

These items are the data elements

What are the best sources?
Column 3 can be used to identify appropriate sources for specific evaluation data For every data element, there may be a
range of potential sources, including

Program records (case records, registration records,
academic records, and other information)
Program management information systems
Program reports and documents
Program staff
Program participants
Family members of participants
Members of a control or comparison group
Staff of collaboratmg agencies
Records from other agencies (such as health agencies,
schools, criminal justice agencies, mental health agencies,
child welfare agencies, or direct service agencies)
Community leaders
Outside experts
The general public
National databases

I
ti

Now Do You Get the Information You Need 9

81

In deciding the best sources for information, your evaluation
team will need to answer three questions
Observation ofparticipant behavior (especiallyfrom children) can
be a very good way to collect
evaluation information However,
careful training of observers
is necessary, in addition to welldesigned and validated observation checklists

What source is likely to provide the most accurate

information?
What source is the least costly or time consuming?
Will collecting informationfrom a particular source pose
an excessive burden on that person?

The judgment regarding accuracy is the most important decision For example, it may be less costly or time consuming to
obtain information about services from interviews with program
staff; but staff may not provide as accurate information about
services as may be obtained from case records or program logs
When you interview stag you are relying on their memories of
what happened, but when you review case records or logs, you
should be able to get information about what actually did happen If you choose to use case records or program logs to obtam evaluation-relevant data, you will need to make sure that
staff are consistent in recording evaluation information m the
records Sometimes case record reviews can be difficult to use
for evaluation purposes because they are incomplete or do not
report information in a consistent manner
Another strategy is to identify existing information on your participants Although your program may not collect certain information, other programs and agencies may You might want to
seek the cooperation of other agencies to obtain their data, or
develop a collaboration that supports your evaluation

What are the most effective data
collection instruments?
Column 4 identifies the instruments that you will use to collect
the data from specified sources Some options for information
collection instruments include the following
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Written surveys or questionnaires
In deciding the best sources for
information, consider:
The most accurate source
The burden on the source

Oral interviews (either in person or on the telephone) or
focus group mterviews (either structured or unstructured)

Extraction forms to be used for wntten records (such as
case records or existing databases)

The availability and

accessibility of the source

Existing sources

Observation forms or checklists to be used to assess participants' or staff members' behaviors

The types of instruments selected should be guided by your
data elements For example, information on bathers or facilitators to program implementation would be best obtained
through oral interviews with program administrators and staff
Information on services provided may be more accurate if obtained by using a case record or program log extraction form

Information on family functioning may be best obtained
through observations or questionnaires designed to assess
particular aspects of family relationships and behaviors Focus group interviews are not always useful for collecting information on individual participant outcomes, but may be
used effectively to assess participants' perceptions of a program

Instruments for evaluating program implementation objectives. Your evaluation team will probably need to develop instruments to collect information on program implementation
objectives This is not a complicated process You must pay
attention to your information needs and potential sources
and develop instruments designed specifically to obtain that
information from that source For example, if you want to
collect information on planned services and activities from
program planners, it is possible to construct an interview instrument that includes the following questions
Why was the decision made to develop (the particular

service or activity) 2
Who was involved zn making this decision?

1
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What plans were made to ensure the cultural relevancy of
(the particular service or activity)?

If case records or logs are viewed as appropriate sources for
evaluation information, you will need to develop a case record
or program log extraction form For example, if you want to
collect information on actual services or activities, you may design a records extraction form that includes the following items
How many times was (the particular activity or service)
provided to each participant?
Who provided or implemented (the particular activity or

service)?

V

Other ideas. Sometimes programs
can use nontraditional and creative
methods of documenting program
operations and participant successes These methods generally are
used to supplement the evaluation
activities already under way Some
methods you can consider to supplement the information collected as
part ofyour evaluation
include the following
Audio and video recordings

Participant journals
Participant plays and slats

What was the intensity of (the particular activity or service)? (How long was it providedfor each participant at
each time)?
What was the duration of (the particular activity or service)? (What was the tzmeframe during which the participant received or participated zn the activity or service?)

Instruments for evaluating participant outcome objectives.
Participant outcome objectives can be assessed using a variety

of instruments, depending on your information needs If your
evaluation team decides to use interview instruments, observations, or existing records to collect participant outcome information, you will probably need to develop these mstruments In
these situations, you would follow the same guidelines as you
would use to develop mstruments to assess program implementation objectives

Storybooks

If your evaluation team decides to use questionnaires or assessment inventories to collect information on participant outcomes, you have the option of selecting existing instruments or
developing your own Many existing instruments can be used to
assess participant outcomes, particularly with respect to child
abuse potential, substance use, family cohesion, family stress,
behavioral patterns, and so on It is not possible to identify specific mstruments or mventones in this manual as particularly
noteworthy or useful, because the usefulness of an instrument
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depends to a large extent on the nature of your program and
your participant outcome objectives If you do not have someone on your evaluation team who is knowledgeable regarding
existing assessment instruments, this would be a cntical time to
enlist the assistance of an outside consultant to identify appropriate instruments Some resources for existing instruments are
provided in the appendix
Normed and normal are statistical
terms that refer to the distribution
of different scores in a group of
people These terms do not imply
dysfunction or abnormality among
participants

There are advantages and disadvantages to using existing instruments The primary advantages of using existing mstruments or inventories are noted on the following page
They often, but not always, are standardized This means that
the instrument has been administered to a very large population
and the scores have been "normed" for that population When
an instrument has been "normed," it means that a specified
range of scores is considered "normal," whereas scores in another range are considered "non-normal " Non-normal scores
on instruments assessing child abuse potential, substance use,
family cohesion, and the like may be indicators of potential
problem behaviors
They usually, but not always, have been established as valid

and reliable. An instrument is valid if it measures what it is supposed to measure It is reliable if individuals' responses to the instrument are consistent over time or within the instrument
The primary disadvantages of using existing instruments are as
follows
They are not always' appropriate for all cultural or ethnic
populations. Scores that are "normed" on one cultural group
may not reflect the norm of members of another cultural group
Translating the instrument into another language is not sufficient to make it culturally appropriate The items and scoring
system must reflect the norms, values, and traditions of the
given cultural group

They may not be usefulfor your program. Your participant
outcome objectives and the interventions you developed to attain those objectives may not match what is being assessed by a
standardized instrument For example, if you want to evaluate
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the effects that a tutoring program has on runaway and homeless youth, an instrument measuring depression may not be useful

If an outside consultant selects an instrument for your program
evaluation, make sure that you and other members of the evaluation team review each item on the instrument to ensure that
the information it asks for is consistent with your expectations
about how program participants will change

If your evaluation team is unable to find an appropriate existing
instrument to assess participant outcome objectives, they will
need to develop one Again, if there is no one on your team
who has expertise in developing assessment instruments, you
will need the assistance of an outside consultant for this task

Cultural relevance. Your instruments should be sensitive to issues
and concerns ofyour participant
group You will want to know

Whether you decide to use an existing instrument or develop
one, the instrument used should meet the following criteria

It should measure a domain addressed by your program. If you are providing parenting training, you would want

>

Do participants understand
the terms the instruments use? Is
the language at a level everyone
can understand?

an instrument to measure changes in parenting knowledge,
skills, and behaviors, not an instrument measuring self-esteem,
substance use, or personality type

>

It should be appropriate for your participants in terms
of age or developmental level, language, and ease of use.

pants?

These characteristics can be checked by conducting focus
groups of participants or pilot testing the instruments

Are concepts dealt with in the
instruments familiar to parhcz-

>

Do the instruments deal with
concepts in a thoughtful and nomntrusive manner?

> Do the questions support the
values ofthe participant group?

It should respect and reflect the participants' cultural
backgrounds. The definitions, concepts, and items m the instrument should be relevant to the participants' community and
experience

The respondent should be able to complete the instrument in a reasonable timeframe. Again, careful pilot testing
can uncover any difficulties
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What procedures should you use to
collect data?
It is critical that the evaluation team establish a set of
procedures to ensure that the information will be collected in a
consistent and systematic manner Information collection procedures should include

When the information will be collected. This will depend on
the schedule the evaluation team has established for the specific
time intervals that information must be collected

Where the information will be collected. This is particularly
relevant when information is to be collected from program participants The evaluation team must decide whether the information will be collected in the program facility, in the participants'
homes, or in some other location It is a good idea to be consistent about where you collect information For example, participants may provide different responses m their own home environments than they would in an agency office setting

Who will collect the information. In some situations you will
need to be sure that information collectors meet certain criteria
For example, they may need to be familiar with the culture or
the language of the individuals they are interviewing or observing Administering some instruments also may require that the
information collector has experience with the instruments or has
clinical experience or training
How the information will be collected. This refers to procedures for administering the instruments Will they be administered as a group or individually? If you are collecting information from children, will other family members be present? If you
are collecting information from individuals with a low level of
literacy, will the data collectors read the items to them? The
methods you use will depend in large part on the type of program and the characteristics of the participants Training and education programs, for example, may have participants complete
instruments in a group setting Service delivery programs may
find it more appropriate to individually administer instruments

Pr
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Everyone involved in collecting evaluation information must be
trained in data collection procedures Training should include
An item-by-item review of each of the instruments to be
used zn data collection, including a discussion of the meaning
of each item, why it was included in the instrument, and how zt
IS

to be completed
A review

Pilot testing ofdata collection instruments and procedures allows
you to identify and correctproblem
questions and procedures before
you begin your evaluation

of all instructions on administering or using the

instruments, including instructions to the respondents
A discussion ofpotential problems

that may arise in administering the instrument, includingprocedures for resolving
the problems
A practice session during which data collection staff administer the instrument to one another, use zt to extract information from existing case records or program logs, or complete it themselves, if it is a written questionnaire

A discussion of respondent confidentiality, including ad-

ministering an informed consentform, answering respondents'
questions about confidentiality, keeping completed instruments
zn a safe place, and proceduresfor submitting instruments to
the appropriate person
A discussion of the needforfrequent reviews and checks of
the data andfor meetings of data collectors to ensure data
collection continues to be consistent.

It is useful to develop a manual that describes precisely what is
expected in the information collection process This will be a
handy reference for data collection staff and will be useful for
new staff who were hired after the initial evaluation training occurred
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What can be done to ensure the
effectiveness of instruments and
procedures?
Even after you have selected or constructed the instruments
and trained the data-collection staff; you are not yet ready to
begin collecting data Before you can actually begin collecting
evaluation information, you must "pilot test" your instruments
and procedures The pilot test will determine whether the instruments and procedures are effective -that they obtain the
information needed for the evaluation, without being excessively burdensome to the respondents, and that they are appropriate for the program participant population
You may pilot test your instruments on a small sample of program records or individuals who are similar to your program
participants You can use a sample of your own program's participants who will not participate in the actual evaluation or a
group of participants in another similar program offered by
your agency or by another agency in your community
The kinds of information that can be obtained from a pilot test
include
How long it takes to complete interviews, extract information
from records, or fill out questionnaires
Whether self-administered questionnaires can be completed by
participants without assistance from staff

Whether the necessary records are readily available, complete,

and consistently maintained
Whether the necessary information can be collected zn the
established time frame
Whether instruments andprocedures are culturally appropri-

ate
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Whether the notification procedures (letters, informed consent,
and the like) are easily implemented and executed

To the extent possible, pilot testing should be done by data collection staff Ask them to take notes and make comments on
the process of administering or using each instrument Then review these notes and comments to determine whether changes
are needed in the instruments or procedures As part of pilot
testing, instruments should be reviewed to assess the number of
incomplete answers, unlikely answers, comments on items that
may be included in the margins, or other indicators that revisions are necessary
In addition, you can ask questions of participants after the pilot
test to obtain their comments on the instruments and procedures Frequently, after pilot testing the evaluation team will
need to improve the wording of some questions or instructions
to the respondent and delete or add items

How can you monitor data collection
activities?
Once data collection begins, this task will require careful monitoring to ensure consistency in the process Nothing is more
damaging to an evaluation effort than information collection
instruments that have been incorrectly or inconsistently administered, or that are incomplete

There are various activities that can be undertaken as part of
the monitoring process

Establish a routine and timeframe for submitting completed instruments. This can be included in your data collection manual It is a good idea to have instruments submitted to
the appropriate member of the evaluation team immediately after completion That person can then review the instruments
and make sure that they are being completed correctly This
will allow problems to be identified and resolved immediately
You may need to retrain some members of the staff responsible
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for data collection or have a group meeting to re-emphasize a
particular procedure or activity

Conduct random observations of the data collection
process. A member of the evaluation team may be assigned the

It is helpful to all staff, especially

responsibility of observing the data collection process at various times during the evaluation This person, for example, may
sit in on an interview session to make sure that all of the procedures are being correctly conducted

those who join yourprogram after
an evaluation begins, to have a
procedures manual that describes
all the data collection instruments

and procedures

Conduct random checks of respondents. As an additional
quality control measure, someone on the evaluation team may
be assigned the responsibility of checking with a sample of respondents on a routine basis to determine whether the instruments were administered in the expected manner This individual may ask respondents if they were given the informed consent form to sign and if it was explained to them, where they
were interviewed, whether their questions about the interview
were answered, and whether they felt the attitude or demeanor
of the interviewer was appropriate

Keep completed interview forms in a secure place. This will
ensure that instruments are not lost and that confidentiality is maintained Completed data collection instruments should not be left
lying around, and access to this information should be limited You
may want to consider number-coding the forms rather than using
names, though keeping a secured data base that connects the
names to numbers
-

Encourage staff to view the evaluation as an important part of
the program. If program staff are given the responsibility for data
collection, they will need support from you for this activity Their
first priority usually is providing services or training to participants
and collecting evaluation information may not be valued You will
need to emphasize to your staff that the evaluation is part of the
program and that evaluation information can help them im-

prove their services or training to participants
Once evaluation information is collected, you can begin to analyze it To maximize the benefits of the evaluation to you, program staff, and program participants, this process should take
place on an ongoing basis or at specified intervals during the
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evaluation Information on the procedures for analyzing and
interpreting evaluation information are discussed in the following chapter

:

SAMPLE DATA COLLECTION PLAN FOR PROGRAM IMPLEMENTATION OBJECTIVES FOR A DRUG ABUSE PREVENTION PROGRAM
FOR RUNAWAY AND HOMELESS YOUTH

Implementation Objectives

Data Elements

Data Sources

Data

Collection
Instruments
Implement 8 drug education classes, ROPES programs, and
field trips each year Provide hansportation for youth not
iesidmg in the shelter

Staff program with 2 drug education counselors, 1 ROPES
Progiam facilitator, and 1 driver Use 2 volunteers for each
field trip

When
Collected

Planned services and activities

Program planners

Interview
forms

Once at
piom am onset

Actual services and activites

Program managers
Progiam staff

Interview
forms

Every 3

Differences between planned and
actual services

Program manager

Interview
forms

Every/ 3

Barriers and facilitators

Program manager
Progiam staff

Inteiview
forms

Every 3
months

Program manager

Interview
Mims

program onset

Planned staffing

months

months

Once at

Program manage"
Program staff

Interview
forms

Every 3
months

Differences between planned and
actual staffing

Program manager
Program staff

Interview
forms

Every 3
months

Barriers and facilitators

Program manage].
Program staff

Interview
forms

Every

Actual staffmg

3

months

Target 5 youth residing in shelter and 10 youth receiving crisis
intervention services for each service Target 10 non-shelter
youth for transportation for each session

Each session of the drug education classes and ROPES
programs will be provided for 7 consecutive days Drug
education classes will be provided for 2 hours in the a m , and
the ROPES course for 4 hours m the p m

Planned target population and
numbers served

Program planners

Interview
forms

Once at
program onset

Actual target population

Program records

Records
extraction
form

Every 3
months

Differences between planned and
actual target population

Program managers
Program staff

Interview
forms

Every 3
months

Barriers and facilitators

Program managers
Program staff

Interview
forms

Every 3
months

Planned duration of services

Program planners

Interview
forms

Once at
program onset

Actual duration of services

Program manager
Program records

Interview
forms
Record
extraction
forms

Every 3
months

Differences between actual and
planned duration of services

Program manager
Program records

Interview
forms
Record
extraction
forms

Every 3
months

Earners and facilitators

Program manager
Program staff

Interview
forms

Every 3
months

WORKSHEET: DATA COLLECTION PLAN

Implementation and Outcome Objectives

Data Elements

Data Sources

Data

Collection
Instruments

When
Collected

Chapter 8

How Do You Make Sense of
Evaluation Information?

For evaluation information to be useful, it must be analyzed and interpreted Many program managers and
staff are intimidated by this activity, believing that it is best left
to an expert This is only partially true If your evaluation team
does not include someone who is experienced in analyzing
qualitative and quantitative evaluation data, you will need to

seek the assistance of an outside consultant for this task However, it is important for you and all other members of the evaluation team to participate in the analysis activities This is the
only way to ensure that the analyses will answer your evaluation questions, not ones that an outside consultant may want to
answer

In this chapter...
Analyzing information on
objectives
Understanding statistical

procedures
Using results

Think again about building a house You may look at a set of
blueprints and see only a lot of lines, numbers, and arrows But
when a builder looks at the blueprints, this person sees exactly
what needs to be done to build the house and understands all of
the technical requirements This is why most people hire an expert to build one However, hiring an expert builder does not
mean that you do not need to participate in the building process You need to make sure that the house the builder is working on is the house you want, not one that the builder wants
This chapter will not tell you how to analyze evaluation data
Instead, it provides some basic information about different procedures for analyzing evaluation data to help you understand
and participate more fully in this process There are many ways
to analyze and mterpret evaluation information The methods
discussed in this chapter are not the only methods one can use
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Whatever methods the evaluation team decides to use, it is important to realize that analysis procedures must be guided by the
evaluation questions. The following evaluation questions are discussed throughout this manual

Are program implementation objectives being attained? If not,
why not? What types of things were barriers to or facilitated
attaining program implementation objectives?

Are participant outcome objectives being attained? If not, why
not? What types of things were barriers to or facilitated attaining participant outcome objectives?
The following sections discuss procedures for analyzing evaluation information to answer both of these questions

Analyzing information about program
implementation objectives
In this manual, the basic program implementation objectives have
been described as follows
What you plan to do
Who will do zt

reach (your expectedparticipant population) and with what intensity and duration
Whom you plan to

How many you expect to reach

You can analyze information about attainment of program implementation using a descriptive process You describe what you
did (or are doing), who did it, and the characteristics and number
of participants You then compare this information to your initial objectives and determine whether there is a difference between objectives and actual implementation This process will
answer the question Were program implementation objectives
attained?

How Do You Make Sense
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Ifthere are differences between your objectives and your actual
implementation, you can analyze your evaluation information to
identify the reasons for the differences. This step answers the
question If not, why not?

You also can use your evaluation information to identify barriers encountered to implementation and factors thatfacilitated
implementation. This mformation can be used to "tell the
story" of your program's implementation Ati example of how
this information might be organized for a drug abuse prevention program for runaway and homeless youth is provided in
a table at the end of this chapter The table represents an
analysis of the program's measurable implementation objective
concerning what the program plans to do.
You may remember that the measurable objectives mtroduced
as examples in this manual for what you plan to do for the drug
abuse prevention program were the following
The program will provide eight drug abuse education class

sessions per year.

Each session will lastfor 2 weeks
Each 2-week session will involve 2 hours of classes

per day.
Classes will be heldfor 5 days of each week of the session
In the table, these measurable objectives appear in the first column The actual program implementation information is provided in the second column For this program, there were differences between objectives and actual implementation for
three of the four measurable objectives Column 3 notes the
presence or absence of differences, and column 4 provides the
reasons for those changes
Columns 5 and 6 in the table identify the barriers encountered
and the facilitating factors These are important to identify
whether or not implementation objectives were attained They
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provide the context for understanding the program and will
help you interpret the results of your analyses

By reviewing the information in this table, you would be able to
say the following things about your program
The program implemented only six drug abuseprevention
sessions instead of the intended eight sessions.

1
4

>>The fewer than expected sessions were caused by a delay in
startup time
4

>>The delay was caused by the difficulty of recruiting and hiring qualified staff; which took longer than expected

>> With staff now on board, we expect to be able to implement the full eight sessions in the second year

> >Once staff were hired, the sessions were implemented
smoothly because there were a number of volunteers who provided assistance in organizing special events and transporting
participants to the events

Although the first two sessions were conductedfor 2 weeks
each, as intended the remaining sessions were conducted for
only 1 week

>>The decreased duration of the sessions was caused by the
of maintaining the youth's interest during the 2-week

difficulty

period

>> Attendance dropped considerably durmg the second week,
usually because of lack of interest, but sometimes because
youth were moved to other placements or returned home
> >Attendance during the first week was maintained because
of the availability of youth residing in the shelter

For the first two sessions the class time was 2 hours per day,
as originally intended After the number of sessions was decreased, the class time was increased to 3 hours per day.

How Do You Make Sense of Evaluation Inforrnation9
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>>The increase was caused by the need to cover the curriculum material during the session
Note: It is important to understand that problems in attaining a
particularprogram implementation objective are not a sign of
program failure Often, initial
program implementation objectives are changed during the
course ofimplementation in order
to improve the program The
evaluation's focus on attaining
implementation objectives is
only a frameworkfor understanding the events that occurred during implementation of
your program

> >The extensive experience of the stag and the assistance of
volunteers, facilitated covering the material during the 1-week period

>>The youth's interest was high during the 1-week period
The classes were providedfor 5 days during the 1-week
period, as intended

>> This schedule was facilitated by staff availability and the access to youth residing m the shelter

> >It was more difficult to get youth from crisis intervention
services to attend for all 5 days

Information on this implementation objective will be expanded
as you conduct a similar analysis of information relevant to the
other implementation objectives of staffing (who will do it) and
the population (number and characteristics of participants)
As you can see, if this information is provided on an ongoing basis, it will provide opportunities for the program to
improve its implementation and better meet the needs of
program participants

Analyzing information about participant

outcome objectives
The analysis of participant outcome information must be designed to answer two questions

Did the expected changes in participants' knowledge, attitudes,
behavior, or awareness occur?

If changes occurred, were they the result ofyour program's
interventions?
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Mother question that can be included in your analysis of participant outcome information is

Did some participants change more than others and, if so,
what explains this difference? (For example, characteristics of
the participants, types of interventions, duration of interventions, intensity of interventions, or characteristics of staff )
Your evaluation plan must include a detailed description of
how you will analyze information to answer these questions It
is very important to know exactly what you want to do before
you begin collecting data, particularly the types of statistical
procedures that you will use to analyze participant outcome
information

Understanding statistical procedures. Statistical procedures
are used to understand changes occurring among participants
as a group In many instances, your program participants may
vary considerably with respect to change Some participants
may change a great deal, others may change only slightly, and
still others may not change or may change in an unexpected direction Statistical procedures will help you assess the overall
effectiveness of your program and its effectiveness with various
types of participants
Statistical procedures also are important tools for an evaluation
because they can determine whether the changes demonstrated
by your participants are the result of a chance occurrence or are
caused by the variables (program or procedure),being assessed
This is called statistical significance. Usually, a change may be
considered statistically significant (not just a chance occurrence) if the probability of its happening by chance is less than 5
in 100 cases However, in some situations, evaluators may set
other standards for establishing significance, depending on the
nature of the program, what is being measured, and the number
of participants

Mother use for statistical procedures is determining the similarity between your treatment and nontreatment group members This is particularly important if you are using a comparison group rather than a control group as your nontreatment
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group If a comparison group is to be used to establish that participant changes were the result of your program's interventions
and not some other factors, you must demonstrate that the
members of the comparison group are similar to your participants in every key way except for program participation
Statistical procedures can be used to determine the extent of
similarity of group members with respect to age, gender, socioeconomic status, marital status, race or ethnicity, or other

factors
,

Statistical tests are a type of statistical procedure that examine the relationships among variables in an analysis Some
statistical tests include a dependent variable, one or more
independent variables, and potential mediating or condi-

tioning variables.
Dependent variables are your measures of the knowledge, attitude, or behavior that you expect will change as a result of
your program For example, if you expect parents to increase
their scores on an instrument measuring understanding of child
development or effective parenting, the scores on that mstrument are the dependent variable for the statistical analyses

Independent variables refer to your program mterventions or
elements For example, the time of data collection (before and
after program participation), the level of services or training, or
the duration of services may be your independent variables
Mediating or conditioning variables are those that may affect the relationship between the mdependent variable and the
dependent variable These are factors such as the participant's
gender, socioeconomic status, age, race, or ethnicity

Most statistical tests assess the relationships among independent variables, dependent variables, and mediating variables
The specific question answered by most statistical tests is
Does the dependent variable vary as a function of levels of the
mdependent variable'? For example, do scores on an instrument
measuring understandmg of child development vary as a function of when the instrument was administered (before and after
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the program)? In other words, did attendance at your program's child development class increase parents' knowledge?

Note: The types ofstatistical analyses that can be used for evaluation purposes are extensive and
each test requires that the data being analyzed meet specific crztena
Also, there are different tests for
different types of data Unless you
have an experienced evaluator as a
member ofyour evaluation team,
you will need assistance from an
outside consultant in deciding the
appropriate statistical analyses,
setting up the data base, and conducting the statistical tests

Most statistical tests can also answer whether any other factors
affected the relationship between the independent and dependent variables For example, was the variation m scores from
before to after the program affected by the ages of the persons
taking the test, their socioeconomic status, their ethnicity, or
other factors? The more independent and mediating variables
you include in your statistical analyses, the more you will understand about your program's effectiveness
As an example, you could assess whether parents' scores on an
instrument measuring understanding of child development differed as a result of the time of instrument administration (at intake and at program exit), the age of the parent, and whether or
not they completed the full program

Suppose your statistical test indicates that, for your population
as a whole, understanding of child development did not change
significantly as a result of the time of instrument administration
That is, "program exit" scores were not significantly higher
than "program intake" scores This finding would presumably
indicate that you were not successful m attaining this expected
participant outcome

However, lack of a significant change among your participants as a group does not necessarily rule out program effectiveness. If you include the potential mediating variable of age
in your analysis, you may find that older mothers (ages 25 to
35) did demonstrate significant differences in before-and-after
program scores but younger mothers (ages 17 to 24 years) did
not This would indicate that your program's interventions are
effective for the older mothers in your target population, but
not for the younger ones You may then want to implement different types of interventions for the younger mothers, or you
may want to limit your program recruitment to older mothers,
who seem to benefit from what you are doing Andyou would
not have known this without the evaluation)

If you added the variable of whether or not participants completed the MI program, you may find that those who completed
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the program were more likely to demonstrate increases in
scores than mothers who did not complete the program and,
further, that older mothers were more likely to complete the
program than younger mothers Based on this finding, you may
want to find out why the younger mothers were not completing
the program so that you can develop strategies for keeping
younger mothers in the program

the progress ofparticipants who
completed your program, zt is also
important to analyze the progress
made by those who dropped out or
did not complete the program
entirely This zs significant znformalion for your evaluation report

Using the results of your analyses
,

The results of your analyses can answer your initial evaluation
questions

Are participant outcome objectives being attained?

If not, why not?
Whatfactors contributed to attainment of objectives?
Whatfactors were barriers to attainment of objectives?

These questions can be answered by interpreting the results of
the statistical procedures performed on the participant outcome
information However, to fully address these questions, you
will also need to look to the results of the analysis of program
implementation information This will provide a context for interpretmg statistical results.

For example, if you find that one or more of your participant
outcome objectives is not being attained, you may want to explain this finding Sometimes you can look to your analysis of
program implementation information to understand why this
may have happened You may find, for example, that your program was successful m attaining the outcome of an increase in
parents' knowledge about child development, but was not successful in attaining the behavioral outcome of improved parenting skills

In reviewing your program implementation information, you
may find that some components of your program were successfully implemented as intended, but that the home-based counseling component of the program was not fully implemented as
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-

intended
and that the problems encountered in implementing
the home-based counseling component mcluded difficulty in recruiting qualified staff; extensive staff turnover in the counselor
positions, and insufficient supervision for staff Because the
participant outcome most closely associated with this component was improving parenting skills, the absence of changes in
this behavior may be attributable to the problems encountered
m implementing this objective
The results of integrating information from your participant
outcome and program implementation analyses are the content
for your evaluation report Ideally, evaluation reports should be
prepared on an ongoing basis so that you can receive feedback
on the progress of your evaluation and your program The
specified times for each report would depend on your need for
evaluation information, the time frame for the evaluation, and
the duration of the program Chapter 9 provides more information on preparing an evaluation report

rThIV
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SAMPLE TABLE FOR ANALYZING INFORMATION ON IMPLEMENTATION OBJECTIVES

Implementation
Objective
8 drug abuse
education class
sessions per year

Actual
Implementation
6 drug abuse
education class
sessions the first

Differences?
(Yes/No)
Yes

If Yes,
Reasons for Change

Delay in start up time during
the first year

Barriers Encountered
Difficulty finding
qualified staff
Delay in curriculum
development

year

Facilitating Factors
Agency experience in
implementing similar
types of programs

Assistance of volunteers
with the sessions

Each session will
last for 2 weeks

First 2 sessions
lasted for 2 weeks,
last 4 sessions for
1 week

Yes

Participants could not
consistently attend for 2
weeks

Youth lost interest during
the second week

Available participants in
the shelter

Each class will be
for 2 hours

First 2 sessions,
classes were for 2
hours each day,
last 4 sessions
were for 3 hours
each day

Yes

Since the time was
shortened, had to extend the
intensity of classes to cover
the curriculum material

None

Experienced staff able
to cover the curriculum
during the shortened
time span

Classes will be
given for 5 days
of each week

5 days a week

No

Problems with crisis
intervention youth
attending for all 5 days

Staff availability

Chapter 9

How Can You Report What You Have
Learned?

It integrates what you have learned about your program
from the evaluation However, it is vital to understand that
there are different ways of reporting evaluation information,
depending on how you want to use the report and who your
audience will be In this chapter, we suggest preparing evaluation reports that are appropriate for a range of uses A program
evaluation report can do the following
An evaluation report is an important document

Guide management decisions by identifying areas in which
changes may be needed for future implementation
Tell the "story" of program implementation and demonstrate the impact of the program on participants

Advocate for your program with potential finders or with
other community agencies to encourage referrals
Help advance the field of human services

In this chapter...
Preparing reports for various
audiences
Toolsfor disseminating
results
Sample outline

These uses suggest that various audiences for an evaluation report might include program staff and agency directors, program
finders, potential finders, agency boards, other community
agencies, and local and national organizations that advocate for
individuals like your program participants or for programs such
as yours
Whatever type of report you plan to develop, remember that it
is critical to report negative results, as well as significant ones
There is as much to learn from program approaches or models
that do not work as there is from those that work Negative results should not be thought of as shameful Efforts to change
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You may also want to publish the

results ofyour evaluation in a
professionaljournal However,
this chapter will not address this
type ofevaluation report The
member ofyour evaluation team
who is an experienced evaluator
should be able to help you prepare a report for publication

knowledge, attitudes, and behaviors through programmatic interventions are not always going to work It is also important
to present results that may not be conclusive, but show promise
and warrant additional study For example, if mothers over the
age of 25 seemed to improve their parenting skills after receiving home-based support services, this is worth presenting so
future evaluation can explore this further Currently, so little is
known about what does and does not work that any information on these issues greatly increases knowledge in the field

Preparing an evaluation report for
program funders
The report to program funders will probably be the most comprehensive report you prepare Often program finders will use
your report to demonstrate the effectiveness of their grant initiatives and to support allocation of additional moneys for similar programs A report that is useful for this purpose will need
to include detailed mformation about the program, the evaluation design and methods, and the types of data analyses conducted

A sample outline for an evaluation report for program finders
is provided in this chapter The outline is developed for a "final
report" and assumes all the information collected on your program has been analyzed However, this outline may also be
used for interim reports, with different sections completed at
various times during the evaluation and feedback provided to
program personnel on the ongoing status of the evaluation

Preparing an evaluation report for
program staff and agency personnel
An evaluation report for program staff and agency personnel
may be used to support management decisions about ongoing
or future program efforts This type of report may not need to
include as much detail on the evaluation methodology but
might focus instead on findings The report could include the
information noted in outime Sections II E (description of results of analysis of implementation information), III D
(discussion of issues that affected the outcome evaluation and
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how they were addressed), III F (results of data analysis on
participant outcome information), III G (discussion of results),
and IV C (discussion of potential relationships between implementation and outcome evaluation results)
Executive summary. Your report
should be accompanied by an executive summary that summarizes the
key evaluation methods and results,
so that readers will not have to review all of the details of the report
if they do not have the time

Preparing an evaluation report for
potential funders and advocacy
organizations
It is unlikely that potential funders (including State legislatures
and national and local foundations) or advocacy organizations
will want to read a lengthy report In a report for this audience,
you may want to focus on the information provided in Section
IV of the outline This report would consist of only a summary
of both program implementation and participant outcome objectives and a discussion of the relationships between implementation
policies, practices, procedures, and participant outcomes

Disseminating the results of your
evaluation
In addition to producing formal evaluation reports, you may
want to take advantage of other opportunities to share what
you have learned with others in your community or with the
field in general You might want to consider drafting letters to
community health and social services agencies or other organizations that may be interested in the activities and results of
your work Other ways to let people know what you have done
include the following
Producing press releases and articles for local professional
publications, such as newsletters and journals

Making presentations at meetings on the results of your
program at the local health department, university or public
library, or other setting
Listing your evaluation report or other evaluation-related
publications in relevant databases, on electronic bulletin
boards, and with clearinghouses
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Making telephone calls and scheduling meetings with similar programs to share your expenence and results

Many of the resource materials listed in the appendix of this
manual contam ideas and guidelines for producing different
types of informational materials related to evaluations

4

I

'4
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Sample Outline
Final Evaluation Report
Executive Summary
I.

Introduction: General Description of the Project

(1

page)

A. Description of program components, including services or training

delivered and target population for each service

of collaborative efforts (if relevant), including the agencies
participating in the collaboration and their various roles and responsibilities
in the project

B. Description

C. Description

of strategies for recruiting program participants (if relevant)

of special issues relevant to serving the project's target
population (or providing education and training to participants) and plans to
address them

D. Description

1

Agency and staffing issues

2 Participants' cultural background, socioeconomic status, literacy levels, and
other characteristics
;

II.

Evaluation of Program Implementation Objectives
A. Description of the project's implementation objectives

(measurable objectives)
1. What you planned to do (planned sennces/interventions/training/education,
duration and intensity of each service/intervention/training period)

2 Whom you planned to have do it (planned staffing arrangements and qualifications/
r

i

characteristics of staff)
3. Target population (intended characteristics and number of members of the

target population to be reached by each service/intervention/training/ education
effort and how you planned to recruit participants)
4. Description of the project's objectives for collaborating with community agencies
a Planned collaborative arrangements
b Services/interventions/training provided by collaborating agencies
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B. Statement of evaluation questions (Were program implementation
objectives attained? If not, why not? What were the barriers to and facilitators

of attaining implementation objectives?)
Examples:

How successful was the project in implementing a parenting
education class for mothers with substance abuse problems? What were the policies,
practices, and procedures used to attain this objective? What were the barriers to, and
facilitators of attaining this objective?

How successful was the project in recruiting the intended target population and serving
the expected number of participants? What were the policies, practices, and procedures
used to recruit and maintain participants in the project? What were the bamers to, and
facilitators of attaining this objective?
How successful was the project in developing and implementing a multidisciplinary training
curriculum? What were the practices and procedures used to develop and implement the
cuniculum? What were the barriers to, and facilitators of attaining this objective?
How successful was the project in establishing collaborative relationships with other agencies in
the community? What were the policies, practices, and procedures used to attain this objective?
What were the barriers to, and facilitators of attaining this objective?
C. Description

of data collection methods and data collected for each evaluation

question
1. Description

of data collected

2. Description of methodology of data collection
3. Description of data sources (such as project documents, project staff, project participants,

and collaborating agency staff)
4. Description of sampling procedures
D. Description

of data analysis procedures

E. Description

of results of analysis

1.

Statement of findings with respect to each evaluation question
II]
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Examples:
The project's success in attaining the objective
The effectiveness of particular policies, practices, and procedures in attaining the
objective
The barriers to and facilitators

of attainment of the objective

2 Statement of issues that may have affected the evaluation's findings
Examples:
The need to make changes in the evaluation because of changes in program
implementation or characteristics of the population served

Staff turnover in the project resulting in inconsistent data collection procedures
Changes in evaluation staff
III.

Evaluation of Participant Outcome Objectives
A. Description

of participant outcome objectives (in measurable terms)

1
What changes were participants expected to exhibit as a result of their
participation in each service/intervention/training module provided by the project?

2 What changes were participants expected to exhibit as a result of participation
in the project in general?
3. What changes were expected to occur in the community's service delivery
system as a result of the project?

B. Statement of evaluation questions, evaluation design, and method

for assessing

change for each question
Examples:
How effective was the project in attaining its expected outcome of decreasing parental
substance abuse? How was this measured? What design was used to establish that a
change occurred and to relate the change to the project's interventions (such as preintervention and postintervention, Control groups, comparison groups, etc )? Why was this design selected?
How effective was the project in attaining its expected outcome of increasing children's
self-esteem? How was this measured? What design was used to establish that a
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change occurred and to relate the change to the project's interventions? Why was this
design selected?

How effective was the project in increasing the knowledge and skills of training participants? How was this measured? What design was used to establish that a change occurred and to relate the change to the project's interventions? Why was this design selected?

of data collection methods (for each evaluation question)

C. Discussion
1. Data

collected

2. Method of data collection

Examples.
Case record reviews

Interviews
Self-report questionnaires or inventories (if you developed an instrument for this evaluation, attach a copy to the final report)
Observations
3. Data sources (for each evaluation question) and sampling plans, when relevant

D. Discussion

of issues that affected the outcome evaluation and how they

were addressed
1

Program-related issues
a. Staff turnover
b Changes in target population charactenstics

c Changes in services/interventions during the course of the project
d Changes in staffing plans

e Changes in collaborative arrangements
f. Characteristics of participants
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Evaluation-related issues
a Problems encountered in obtaining participant consent
b Change in numbers of participants served requiring change in analysis plans

c Questionable cultural relevance of evaluation data collection instruments and/or
procedures
d Problems encountered due to participant attrition
r

E. Procedures for data analyses
F. Results

of data analyses

Significant and negative analyses results (including statement of
established level of significance) for each outcome evaluation question
1.

2 Promising, but inconclusive analyses results
3. Issues/problems relevant to the analyses

Examples
Issues relevant to data collection procedures, particularly consistency
in methods and consistency across data collectors
Issues relevant to the number of participants served by the project and
those included in the analysis
Missing data or differences in size of sample for various analyses
G. Discussion

of results

Interpretation of results for each evaluation question, including any
explanatory information from the process evaluation
1.

a The effectiveness of the project in attaining a specific outcome objective
b Variables associated with attainment of specific outcomes, such as charactenstics

of the population, characteristics of the service provider or trainer, duration, or
intensity of services or training, and characteristics of the service or training
r

r

2. Issues relevant to interpretation of results
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IV. Integration

of Process and Outcome Evaluation Information

A. Summary of process evaluation results
B. Summary of outcome evaluation results
C. Discussion of potential relationships between program implementation

and participant outcome evaluation results
Examples:

Did particularpolicies, practices, or procedures used to attain program implementation
objectives have different effects on participant outcomes,
How did practices and procedures used to recruit and maintain participants in services
affect participant outcomes?

What collaboration practices and procedures were found to be related to attainment of
expected community outcomes?
Were particular training modules more effective than others in attaining expected outcomes for
participants? If so, what were the features of these modules that may have contributed to their
effectiveness (such as characteristics of the trainers, characteristics of the curriculum, the duration and intensity of the services)?

V. Recommendations to Program Administrators or Funders for Future Program
and Evaluation Efforts
Examples.

Based on the evaluation findings, it is recommended that the particular service approach developed for this program be used to target mothers who are 25 years of age or older. Younger
mothers do not appear to benefit from this type of approach.
The evaluation findings suggest that traditional educational services are not as effective as self-

esteem building services in promoting attitude changes among adolescents regarding substance
abuse. We recommend that future program development focus on providing these types of services to youth at risk for substance abuse.

Based on the evaluation findings, it is recommended that hinders provide sufficient funding for
evaluation that will permit a long-term follow-up assessment of participants. The kinds of participant changes that the program may bring about may not be observable until 3 or 6 months after
they leave the program.

Glossary

-

baseline data Initial information on program participants or other program aspects
collected prior to receipt of services or program intervention Baseline data are often gathered through intake interviews and observations and are used later for comparing measures
that determine changes in your participants, program, or environment

-

bias (refers to statistical bias) Inaccurate representation that produces systematic
error in a research finding Bias may result in overestimating or underestimating certain characteristics of the population It may result from incomplete information or invalid collection methods and may be intentional or unintentional

comparison group

-

Individuals whose charactenstics (such as race/ethnicity, gender, and age) are similar to those of your program participants These individuals may not
receive any services, or they may receive a different set of services, activities, or products
In no instance do they receive the same service(s) as those you are evaluating As part of
the evaluation process, the experimental (or treatment) group and the comparison group
are assessed to determine which type of services, activities, or products provided by your
program produced the expected changes

confidentiality- Since an evaluation may entail exchanging or gathering privileged or
sensitive information about individuals, a written form that assures evaluation participants
that information provided will not be openly disclosed nor associated with them by name is
important Such a form ensures that their privacy will be maintained

consultant- An individual who provides expert or professional advice or services, often m a paid capacity

control group

-

A group of individuals whose characteristics (such as race/ethnicity,
gender, and age) are similar to those of your program participants, but do not receive the
program (services, products, or activities) you are evaluating Participants are randomly
assigned to either the treatment (or program) group and the control group A control
group is used to assess the effect of your program on participants as compared to similar
individuals not receiving the services, products, or activities you are evaluating The same
information is collected for people in the control group as in the experimental group

-

cost-benefit analysis A type of analysis that involves comparing the relative costs
of operating a program (program expenses, staff salaries, etc ) to the benefits (gains to individuals or society) it generates For example, a program to reduce cigarette smoking
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would focus on the difference between the dollars expended for converting smokers into
nonsmokers with the dollar savings from reduced medical care for smoking related disease,
days lost from work, and the like

-

cost effectiveness analysis A type of analysis that involves comparing the relative
costs of operating a program with the extent to which the program met it goals and objectives For example, a program to reduce cigarette smoking would estimate the dollars that
had to be expended in order to convert each smoker into a nonsmoker

-

cultural relevance Demonstration that evaluation methods, procedures, and or
instruments are appropriate for the culture(s) to which they are applied (Other terms
include cultural competency, cultural sensitivity)
culture

-

The shared values, traditions, norms, customs, arts, history, institutions, and
experience of a group of people The group may be identified by race, age, ethnicity, language, national origin, religion, or other social category or grouping

-

data
Specific information or facts that are collected A data item is usually a discrete
or single measure Examples of data items might include age, date of entry into program,
or reading level Sources of data may include case records, attendance records, referrals,
assessments, interviews, and the like

-

data analysis The process of systematically applying statistical and logical techniques
to describe, summarize, and compare data collected

-

data collection instruments Forms used to collect information for your evaluation Forms may mclude interview mstruments, intake forms, case logs, and attendance
records They may be developed specifically for your evaluation or modified from existing
mstruments A professional evaluator can help select those that are most appropnate for
your program

-

data collection plan A written document describing the specific procedures to be
used to gather the evaluation information or data The plan describes who collects the information, when and where it is collected, and how it is to be obtained

-

An accumulation of information that has been systematically organized for
easy access and analysis Databases typically are computenzed

database

design

-

The overall plan and specification of the approach expected in a particular
evaluation The design describes how you plan to measure program components and how
you plan to use the resulting measurements A pre- and post-intervention design with or

-
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without a comparison or control group is the design needed to evaluate participant outcome objectives

evaluation

-

A systematic method for collecting, analyzing, and using information to
answer basic questions about your program It helps to identify effective and ineffective
services, practices, and approaches

evaluator- An individual trained and experienced in designing and conducting an evaluation that uses tested and accepted research methodologies

evaluation plan

-

1.

A written document describing the overall approach or design you
anticipate using to guide your evaluation It includes what you plan to do, how you plan to
do it, who will do it, when it will be done, and why the evaluation is being conducted The
evaluation plan serves as a guide for the evaluation

evaluation team -The individuals, such as the outside evaluator, evaluation consultant,
program manager, and program staff who participate in planning and conducting the evaluation Team members assist in developing the evaluation design, developing data collection
instruments, collecting data, analyzmg data, and writing the report

exit data

-

Information gathered after an individual leaves your program Exit data are
often compared to baseline data For example, a Head Start program may complete a developmental assessment of children at the end of the program year to measure a child's developmental progress by comparing developmental status at the beginning and end of the
program year

-

experimental group
A group of individuals receiving the treatment or intervention
being evaluated or studied Experimental groups (also known as treatment groups) are
usually compared to a control or comparison group

focus group

-

A group of 7-10 people convened for the purpose of obtaining perceptions or opinions, suggesting ideas, or recommending actions A focus group is a method
of collecting data for evaluation purposes

formative evaluation

-

A type of process evaluation of new programs or services that
focuses on collecting data on program operations so that needed changes or modifications
can be made to the program in its early stages Formative evaluations are used to provide
feedback to staff about the program components that are working and those that need to
be changed
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-

immediate outcomes The changes in program participants, knowledge, attitudes,
and behavior that occur early m the course of the program They may occur at certain program pomts; or at program completion For example, acknowledging substance abuse
problems is an immediate outcome

impact evaluation

-

A type of outcome evaluation that focuses on the broad, longerterm impacts or results of a program For example, an impact evaluation could show that a
decrease in a community's overall infant mortality rate was the direct result of a program
designed to provide early prenatal care

in-kind service

-

Time or services donated to your program

informed consent

-

A wntten agreement by program participants to voluntarily participate in an evaluation or study after having been advised of the purpose of the study, the
type of information being collected, and how the information will be used

-

instrument A tool used to collect and organize information Includes written instruments or measures, such as questionnaires, scales, and tests

-

Results or outcomes of a program or treatment that may
require some time before they are realised For example, part-time employment would be
an intermediate outcome of a program designed to assist at-risk youth in becoming selfsufficient

intermediate outcomes

internal resources

-

An agency's or organization's resources including staff skills and
expenences and any information you already have available through current program activities

-

intervention The specific services, activities, or products developed and implemented
to change or improve program participants' knowledge, attitudes, behaviors, or awareness.

logic model

See the definition for program model

management information system (MIS)

-

An information collection and analysis
system, usually computerized, that facilitates access to program and participant information It is usually designed and used for administrative purposes The types of information
typically included in an MIS are service delivery measures, such as session, contacts, or
referrals, staff caseloads, client sociodemographic information, client status, and treatment
outcomes Many MIS can be adapted to meet evaluation requirements
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-

measurable terms
Specifying, through clear language, what it is you plan to do and
how you plan to do it Stating tune periods for activities, "dosage" or frequency information (such as three 1-hour training sessions), and number of participants helps to make
project activities measurable

methodology

-

The way in which you find out information, a methodology describes
how something will be (or was) done The methodology includes the methods, procedures,
and techniques used to collect and analyze information

-

monitoring

The process of reviewing a program or activity to determine whether set
standards or requirements are being met Unlike evaluation, monitoring compares a program to an ideal or exact state

objective

-

A specific statement that explains how a program goal will be accomplished
For example, an objective of the goal to improve adult literacy could be to provide tutoring to participants on a weekly basis for 6 months. An objective is stated so that changes,
in this case, an increase in a specific type of knowledge, can be measured and analyzed
Objectives are written usmg measurable terms and are time-limited

-

outcome Outcomes are a result of the program, services, or products you provide and
refer to changes in knowledge, attitude, or behavior in participants They are referred to as
participant outcomes m this manual.

outcome evaluation

-

Evaluation designed to assess the extent to which a program or
intervention affects participants according to specific variables or data elements These results are expected to be caused by program activities and tested by comparison of results
across sample groups m the target population Also known as impact and summative eval-

uation

-

outcome objectives The changes in knowledge, attitudes, awareness, or behavior
that you expect to occur as a result of implementing your program component, service, or
activity Also known as participant outcome objectives

outside evaluator

-

An evaluator not affiliated with your agency pnor to the program
evaluation Also known as a third-party evaluator

participant

-

An individual, family, agency, neighborhood, community, or State, receiving or participating in services provided by your program Also known as a client or target
population group

6

The Program Manager's Guide to Evaluation

pilot test

-

Preliminary test or study of your program or evaluation activities to try out
procedures and make any needed changes or adjustments For example, an agency may pilot test new data collection instruments that were developed for the evaluation

posttest

-

A test or measurement taken after a service or intervention takes place It is
compared with the results of a pretest to show evidence of the effects or changes as a result of the service or intervention being evaluated

pretest

-

A test or measurement taken before a service or intervention begins It is compared with the results of a posttest to show evidence of the effects of the service or intervention being evaluated A pretest can be used to obtain baseline data

process evaluation

-

An evaluation that examines the extent to which a program is
operating as intended by assessing ongoing program operations and whether the targeted
population is being served A process evaluation involves collecting data that describes
program operations in detail, including the types and levels of services provided, the location of service delivery, staffing, sociodemographic characteristics of participants, the
community in which services are provided, and the linkages with collaborating agencies A
process evaluation helps program staff identify needed interventions and/or change program components to improve service delivery. It is also called formative or implementation
evaluation

-

program implementation objectives What you plan to do in your program, cornponent, or service For example, providing therapeutic child care for 15 children, giving
them 2 hot meals per day, are referred to as program implementation objectives
program model (or logic model)

-

A diagram showing the logic or rationale underlying your particular program In other words, it is a picture of a program that shows what
it is supposed to accomplish A logic model describes the links between program objectives, program activities, and expected program outcomes

qualitative data

-

Information that is difficult to measure, count, or express in numerical terms For example, a participant's impression about the fairness of a program rule/requirement is qualitative data

quantitative data

Information that can be expressed in numerical terms, counted or
compared on a scale. For example, improvement in a child's reading level as measured by
a reading test

-

random assignment The assignment of individuals in the pool of all potential participants to either the experimental (treatment) or control group in such a manner that their
assignment to a group is determined entirely by chance
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-

Extent to which a measurement (such as an instrument or a data collection
procedure) produces consistent results over repeated observations or administrations of the
instrument under the same conditions each time It is also important that reliability be maintained across data collectors, this is call interrater reliability

sample

-

A subset of participants selected from the total study population Samples can

be random (selected by chance, such as every 6th individual on a waiting hst) or nonrandom (selected purposefully, such as all 2-year olds in a Head Start program)

standardized instruments

-

Assessments, inventories, questionnaires, or interviews,
that have been tested with a large number of individuals and are designed to be administered to program participants in consistent manner Results of tests with program participants can be compared to reported results of the tests used with other populations

statistical procedures

-

The set of standards and rules based in statistical theory, by
which one can describe and evaluate what has occurred

statistical test- Type of statistical procedure, such as a t-test or Z-score, that is applied to data to determine whether your results are statistically significant (i e , the outcome is not likely to have resulted by chance alone)

-

A type of outcome evaluation that assesses the results or
outcomes of a program This type of evaluation is concerned with a program's overall effectiveness

summative evaluation

-

treatment group Also called an experimental group, a treatment group is composed
of a group of individuals receiving the services, products, or activities (interventions) that
you are evaluating

validity- The extent to which a measurement instrument or test accurately measures
what it is supposed to measure For example, a reading test is a valid measure of reading
skills, but is not a valid measure of total language competency
variables- Specific characteristics or attributes, such as behaviors, age, or test scores,
that are expected to change or vary For example, the level of adolescent drug use after
being exposed to a drug prevention program is one variable that may be examined in an
evaluation

Evaluation Resources

On-line Resources
See the article, Assessment and Evaluation on the Internet, reprinted at the end
of this appendix

Clearinghouses
National Cleannghouse on Child Abuse and Neglect Information
P 0 Box 1182
Washington, D C 20013-1182
(703) 385-7565
Fax (703) 385-3206
1-800-394-3366

Center for Substance Abuse Prevention (CSAP) National Clearinghouse for Alcohol
and Drug Information
P 0 Box 2345
Rockville, Maryland 20847-2345
(301) 468-2600
TDD (301) 230-2687
Fax (301) 468-6433
1-800-729-6686
National Child Care Information Center
301 Maple Avenue West, Suite 602
Vienna, Virginia 22180
1-800-616-2242
Fax 1-800-716-2242
TDD 1-800-516-2242
E-mail agoldstem@acf dhhs gov
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National Information Clearinghouse (MC) for Infants with Disabilities and Life
Threatening Conditions
Center for Developmental Disabilities/USC
Benson Building, 1st Floor
Columbia, South Carolina 29208
(803) 777-4435
Fax (803) 777-6058
1-800-922-9234, ext 201
or 800-922-1107 (in SC)
Juvenile Justice Clearinghouse
Box 6000
Rockville, Maryland 20850
Fax (301) 251-5212
1-800-638-8736

National Center for Education in Maternal and Child Health (NCEMCH)
2000 North 15th Street
Suite 701
Arlington, Virginia 22201-2617
(703) 524-7802
Fax (703) 524-9335

National Maternal and Child Health Clearinghouse (NMCHC)
8201 Greensboro Drive
Suite 600
McLean, Virginia 22102-3843
(703) 821-8955, ext 254
Fax (703) 821-2098
National Center for Missing and Exploited Children (NCMEC)
2101 Wilson Boulevard, Suite 250
Arlington, Virginia 22201-3052
(703) 235-3900
Fax (703) 235-4067
TDD Hotline 1-800-826-7653
Hotline 1-800-843-5678
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Center for Substance Abuse Prevention (CSAP) National Resource Center for Prevention of
Perinatal Abuse of Alcohol and Other Drugs
9300 Lee Highway
Fairfax, Virginia 22031
(703) 218-5600
Fax (703) 218-5701
1-800-218-5701

National Clearinghouse on Families and Youth (NCFY)
P 0 Box 13505
Silver Spring, Maryland 20911-3505
(301) 608-8098
Fax (301) 587-4352

National Sudden Infant Death Syndrome Resource Center (NSRC)
8201 Greensboro Drive,
Suite 600
McClean, Virginia 22102-3843
(703) 821-8955, ext 249
Fax (703) 821-2098

Work and Family Clearinghouse
U S Department of Labor
Women's Bureau
200 Constitution Avenue N. W
Washington, D C 20210-0002
(202) 523-4486
Fax (202) 523-1529
1-800-827-5335
National Resource Center on Child Abuse and Neglect (NRCCAN)
63 Inverness Drive East
Englewood, Colorado 80112-5117
(303) 792-9900
Fax (303) 792-5333
1-800-227-5242
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Organizations
Access to Respite Care and Help (ARCH)
National Resource Center for Respite and Child Care Programs
Chapel Hill Training/Outreach Project
800 Eastowne Drive, Suite 105
Chapel Hill, NC 27514
(919) 490-5577
1-800-473-1727

Nationwide service to help parents, caregivers, and other professionals find respite services m their
state and local area Also offers support to service providers and families through training, technical assistance, evaluation and research
American Association for Protecting Children (AAPC)
63 Inverness Drive East
Englewood, Colorado 80112
(303) 792-9900
Fax (303) 792-5333
1-800-227-5242

A division of the American Humane Association, the AAPC provides in-service training, evaluation services, technical assistance and research in the area of child protective services The AAPC
also maintains a National Resource Assistance Network that list professionals experienced in conducting evaluations of both public and private child protective programs.
The Technical Assistance Center
Judge Baker Children's Center
295 Longwood Avenue
Boston, Massachusetts 02115-9809
(617) 232-8390
Fax (617) 232-4125
The Technical Assistance Center for the Evaluation of Children's Mental Health Systems, located
at the Judge Baker Children's Center, is a federally funded program designed to assist State and
local agenices in their efforts to evaluate children's mental health systems Services provided include individual on-site consultation, resources, telephone consultation, workshops, and training
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C Henry Kempe National Center for the Prevention and Treatment of Child Abuse
and Neglect
University of Colorado Health Services Center
Department of Pediatrics
1205 Oneida
Denver, Colorado 80220
(303) 321-3963

The Kempe Center offers clinically-based resources for training, consultation, program development
and evaluation, and research on all types of child maltreatment The resource library offers audiovisuals for rent, books for purchase, and selected circulating items The Kempe Center operates the
National Child Abuse and Neglect Clinical Resource Center, which offers consultation, training, and
technical assistance to pediatricians and other clinicians specializing in child maltreatment
National Resource Center for Organizational Improvement
University of Southern Mame
96 Falmouth Street
Portland, Maine 04103
(207) 780-4436
1-800-435-7543
This federally -funded resource center offers technical assistance and information services on child
welfare management and administration The Center's goal is to strengthen the capacity of child
welfare administrators in five areas. planning and evaluation, data systems, financial management,
personnel management and staff development, and foster, residential, and group care licensing

Institute for the Study of Children and Families
Eastern Michigan University
Ypilanti, Michigan 48197
(313) 487-0372

Eastern Michigan University, in cooperation with the Albert E Tneschman Center, established the
National Foster Care Resource Center for family, group and residential care The Center develops
new resources, identifies and disseminates model program information, provides technical assistance,
training, and program evaluation services, develops networks, and facilitates cooperation among
agencies concerned with children in out-of-home placements The Center also focuses on improving
services to minority children and their families
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National Head Start Association
201 North Union Street, Suite 320
Alexandria, Virginia 22314
(703) 737- 0875
Fax (703) 739-0878
Hotline (703) 739-0879

National membership organization dedicated to the concerns of the Head Start Community Provides vital research on special studies, salary surveys, and new trends in Head Start Also offers
training opportunities, reports, a quarterly journal, and promotional program information
National Resource Center on Family Centered Practice
University of Iowa
School of Social Work
Room 112 North Hall
Iowa City, Iowa 52242
(319) 335-2200
Fax (319) 335-2204

A national child welfare resource center which provides research and evaluation services The
center disseminates information, provides technical assistance, and training related to diverse family preservation and family-centered service programs Evaluation services range from comprehensive program evaluations, to consultation with local and state agencies, and small scale outcome
and process evaluations
National Center for Juvenile Justice
701 Forbes Avenue
Pittsburgh, Pennsylvania 15219
(412) 227-6950
The Center is responsible for collecting juvenile court statistics and maintaining a comprehensive
database on the juvenile justice system The Center conducts social competence research, comparative analyses ofjuvenile and family codes and program evaluations The Center also assesses
juvenile justice services, designs program and facilities, and provides consultation on automated
information and reporting systems
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National Resource Center for Youth Services
University of Oklahoma
202 West 8th Street
Tulsa, Oklahoma
(918) 585-2986
This federally funded resource center provides information services and technical assistance to
youth-serving agencies The center offers on-site program evaluation, with recommendations for
program improvements, workshops in specialty areas such as adolescent suicide prevention, and
-1 _
assistance in planning conferences

People of Color Leadership Institute (POCL1)
714 G Street S E
Washington, D C 20003
(202) 544-3144
1-800444-6215

A national collaborative project funded by the National Center on Child Abuse and Neglect
(NCCAN) Activities are designed to respond to the demand for child protection services to increase knowledge, skills and competency in ethnic and cultural issues POCLI provides articles for
The Advisor, a quarterly newsletter published by American Professional Society on the Abuse of
Prevention and has developed an agency self-assessment instrument POCLI has also developed a
resource guide of materials addressing cultural diversity as it relates to child abuse and neglect
Effective Parenting Information for Children, Inc (EPIC)
State University College at Buffalo
1300 Elmwood Avenue
Cassety Hall, Room 340
Buffalo, New York 14222
(716) 886-6396

A non-profit organization dedicated to the primary prevention of child abuse and neglect, teenage
pregnancy, school dropout, juvenile crime, and alcohol and drug abuse Services include workshops for parents and children, training for teachers, volunteer facilitator, and child care givers,
parent and teacher resource guides, technical assistance,and program evaluation instruments
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Sources of Information Collection Instruments/Measures
Clinical Psychometric Research, Inc
P O Box 619
Riderwood, Maryland 2139
1-800-245-0277

Consulting Psychologists Press, Inc
P 0 Box 10096
Palo Alto, California 94303-0979
1-800-624-1765, ext 300
Fax (415) 969-8608
Educational and Industrial Testing Service
P 0 Box 7234
San Diego, California 92107
(619) 222-1666
Psychological Assessment Resources, Inc
P 0 Box 998
Odessa, Florida 3556-9901
1-800-331-TEST

The Psychological Corporation
Order Services Center
P 0 Box 839954
San Antonio, Texas 78283-3954
Fax (512) 299-2722
1-800-228-0752
Publishers Test Service
P O Box 150
Monterey, California 93942-0150
(408) 649-8400
Fax (408) 649-7644

SAGE Publications, Inc
P 0 Box 5084
Thousand Oaks, California 91359-9924
(805) 499-9774
Fax (805) 499-0871

Evaluation Resources

Special Child Publications

4535 Union Bay Place, NE
Seattle, Washington 98105
(206) 743-1110

Western Psychological Services
12301 Wilshire Boulevard
Los Angeles, California 90025
(213) 478-2061
Fax (213) 478-7838
1-800-648-8857

Evaluation Consultants
American Evaluation Association
University of Virginia
Ruffner Hall
405 Emmet Street
Charlottesville, Virginia 22903
(804) 924-0511
Contact Sandy Sherman

American Sociological Association
1722 N Street N W
Washington, D C
(202) 833-3410
Contact APAC Director
Child Welfare League of Amenca
440 First Street, NW , Suite 310
Washington, D C 20001-2085
(202) 638-2952
Contact Patrick Curtis, Ph D

National Executive Service Corps
257 Park Avenue South
New York, New York 10010
(212) 529-6660
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Manuals
Joan L Herman, Lynn Lyons Morris, and Carol Taylor Fitz-Gibbon 1987 Evaluators Handbook Center for the Study of Evaluation, University of California, Los Angeles
This handbook is part of a nine-volume Program Evaluation Kit Includes identification of specific
evaluation models, their emphasis and clarifies the issue of why evaluations are important Uses
step-by-step guides for conducting formative and summative evaluations with worksheets for the
user to complete

Office for Substance Abuse Prevention, Department of Health and Human Services, Administration on Drug Abuse, Mental Health and Alcohol Chapter 7 Assessing the Impact of Prevention
Efforts In The Future by Design. A Community Framework for Preventing Alcohol and Other
Drug Problems Through a Systems Approach 1991

This manual provides a framework for developing and implementing substance abuse prevention
systems in communities Provides a discussion on evaluation, including basic steps, such as developing a mission statement and identifying goals and objectives Emphasizes the relevance of evaluation to programs and shows that evaluation is part of program operations rather than something
that takes place outside of program operations Also points out the specific issues that need to be
considered relevant to community prevention efforts

Ellen Gray and Joan DiLeonardi Evaluating ChildAbuse Prevention Programs
National Committee for the Prevention of Child Abuse
This guidebook specifically focuses on evaluating child abuse prevention programs and addresses
many of the issues specific to these types of programmatic effort Includes discussions regarding
the cost of evaluation, specific steps that project administrators and staff need to undertake, the
importance of setting measurable objectives and provides examples of how to transform generally
stated objectives into statements incorporating measurable factors Provides a comprehensive discussion of measurement and reviews the pros and cons of developing your own instruments and
issues relevant to biting a third-party evaluator Also describes different types of data and provides an outline of an evaluation report with innovative ways to supplement text with tables and
graphs
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U S Department of Health and Human Services, Office of Cancer Communications, National
Cancer Institute 1989 Chapter 5 Assessing Effectiveness InMalangHealth Communication
Programs Work. A Planner's Guide
This manual is designed to help professionals in health and health-related agencies communicate
with the public and discusses how to evaluate the effectiveness of these efforts Includes discussions on the various types of evaluations, elements of evaluation design and how to select evaluation options based on available options Also includes a discussion on writing and presenting
evaluation reports

Frank Shontz, Rachel Goldman, Tricia Hellmer, and Marjorie Troxel 1993 The Greater Kansas
City Mental Health Foundation Children's Trust Fund - Evaluation Manual
This manual was developed to assist Children's Trust Fund grantees in the State of Missoun with
developmg program evaluation capabilities The manual focuses on programs oriented to child
abuse prevention services Includes discussions which focus on the benefits of evaluation, myths
about evaluation, and instruments relevant to evaluating child abuse prevention programs, how to
report findings and how to use findings to modify programs

U S Department of Health and Human Services, Administration for Children and Families, Office
of Community Services Evaluation Guidebook - Demonstration Partnership Program Projects
This guidebook was prepared to assist grantees of the Demonstration Community Partnership
Program with evaluation issues pertaining to their program operations. These projects were required to have third-party evaluators and the guidebook focuses on hiring evaluators and managing the third-party evaluation Also includes a discussion on developing an evaluation plan as part
of the program plan at the conceptual stages of project development

Lana D Muraskin 1993 Understanding Evaluation: The Way to Better Prevention Programs
Westat Rockville, MD
This guide book was written to assist school and community agency staff in carrying out required
evaluations under the Drug Free Schools and Communities Act Provides a focus on the importance of evaluations, the different dimensions of evaluation and, and addresses some of the practical problems involved in conducting evaluations, such as confidentiality and informed consent
Also includes a discussion of how program staff often feel about evaluation, i e , it creates anxiety,
it is seen as risky, and suggest procedures that may offset these concerns
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1986 Building Strong Foundations Family Resource Coalition Chicago, Illi-

This document uses the graduated or tiered approach to evaluation developed by Francis Jacobs
and used by the Harvard Family Research Project The manual includes a well worked out stepby-step approach

Harry P Hatry, Richard E Winnie, and Donald M Fisk 1981 Practical Program Evaluation
for State and Local Governments Second edition The Urban Institute Press Washington, D C
This manual is aimed at the government analyst, both at the central staff and operating department
level, as well as the overall manager or administrator Provides specific steps for conducting an
evaluation, including the need to identify specific program objectives, specify criteria for measuring progress toward these objectives and the magnitude of program effects, identify the population
segments that are likely to be affected by the program and determine which program impact data
should be assembled

Charting Change in Infants, Families and Services- A Guide to Program Evaluationfor Administrators and Practioners 1987 National Center for Clinical Infant Programs
This is a general evaluation guide for programs working with children and famihes in the earliest
years of life Includes discussions on identifying issues relevant to working with mothers and infants, data collection processes, and how evaluation results can be used by programs to improve
their effectiveness with participants

Prevention Plus III Assessing Alcohol and Other Drug Prevention Programs at the School and
Community Level A Four Step Guide to Useful Program Assessment U S Department of
Health and Human Services, Center for Substance Abuse Prevention- Rockville, Maryland
This guide is designed to present basic information and provide step-by-step procedures using a
workbook format Focused on alcohol and other drug prevention programs, the guide includes
discussions on why a program administrator may want to conduct a program assessment and special considerations relevant to evaluating prevention programs

J David Hawkins and Britt Nederhood 1987 Handbookfor Evaluating Drug and Alcohol Prevention Programs: Staff/Team Evaluation of Prevention Programs (STEPP) U S Department
of Health and Human Services, Center for Substance Abuse Prevention
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This manual presents a overview of conducting program evaluation through a team approach The
manual is directed toward program administrators and delineates six steps that they may undertake
to evaluate their own program Includes discussions on why evaluations are needed, program
staffs conceptions of evaluation, and connection between evaluation and accountability Using
the team approach, the manual provides 10 meeting agendas designed to maximize the staff or
team's involvement in the evaluation process

Karol L Kumpfer and Gail H Shur et al 1993 Measurements in Prevention: A Manual on Selecting and Using Instruments to Evaluate Prevention Programs U S Department of Health and
Human Services, Center for Substance Abuse Prevention Rockville, Maryland

p

I

The focus of this manual is to assist program evaluators and administrators of alcohol and drug
abuse prevention programs and other human service related fields in identifying measures, issues,
and instruments relevant to individual programs and populations The manual includes an
overview of the components of evaluations, discussions on what and how to measure, a compendium of standardized outcome instruments and suggestions for rating and selecting appropriate
mstruments

Minnesota Prevention Resource Center Prevention Program Self-Evaluation Handbook. Chemical Dependency Program Division, Minnesota Department of Human Services
This manual provides a step-by-step approach for planning and conducting evaluations
of prevention related programs Based on the Office of Substance Abuse Prevention's STEPP
handbook, the manual includes discussions on the types of evaluations, evaluation design, developing instruments, preparing evaluation reports and evaluation costs Directed to managers interested in "self-evaluation", the manual also includes a series of checklists to address feasibility issues

U S General Accounting Office (GAO), Program Evaluation and Methodology Division P 0
Box 6015, Gaithersburg, Maryland 20884-6015 (202) 512-6000
This office publishes a series of evaluation handbooks that address different topics Single copies
are available free from GAO Titles in the series include

Designing Evaluations GAO/PEMD-10 1 4
Using Structured Interviewing Techniques GAO/PEMD-10 1 5
Developing and Using Questionnaires GAO/PEMD-10 1 7
Case Study Evaluations GAO/PEMD-10 1 9
Quantitative Data Analysis An Introduction GAO/PEMD-10 1 11
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With tens of thousands of information providers and millions of users, Internet is an enormous
and growing resource for measurement professionals, researchers, curriculum developers,
evaluation personnel and others involved or interested in assessment issues The task for busy
professionals is to be able to rapidly identify Internet resources so they can be efficiently
incorporated in their work.

In this digest, we identify Internet resources of particular interest to the assessment community.
Gopher sites, web sites, and listservs are identified and discussed.

GOPHER AND WORLD WIDE WEB SITES
Gophers are menu-driven systems providing access to a wide range of information. Often you
can access Gopher from a mainframe system prompt by typing GOPHER and the gopher
address, e.g GOPHER GOPHER.CUA.EDU. The World Wide Web (WWW) is an Internet
service which presents information using hypertext and with the appropriate software fonts and
images. Netscape, Lynx, and Mosaic are popular software packages for "browsing" the web.
Where available, we also provide WWW adresses They are in parentheses and begin with
"http.11"

Depending on your particular software and installation, you can usually establish a set of
bookmarks to create a personal menu of interesting and useful sites. VAX and UNIX machines
use the letter "a" to add a bookmark, "v" to view bookmarks, and "d" to delete bookmarks. We
highly recommend that you liberally create bookmarks as you explore the 'net

Assessment & Evaluation on the Internet

,

,

Page

1

American Educational Research Association (AERA)
gopher to info.asu.edu/ASU Affiliate Organizations/AERA
(http://tildcun ed asu.edu/aera/home.html)
AERA is a professional organization comprised of scholars in all of the social sciences related to
educational research AERA offers its divisions and SIG's (Special Interest Groups), descriptions
of its fourteen listservs, publications and an enormously valuable file entitled, "Resources from
Around the World for Educational Researchers". Division D is concerned with measurement and
methodology and division H addresses evaluation concerns

American Evaluation Association (AEA)
( http://ualvm.ua.edu/-eal/aea.html)
AEA is a professional association dedicated to all aspects of evaluation in a wide range of
settings. The AEANET Home Page contains information about the AEA sponsored lists and
provides direct web access to the files available on the AEA file server.

Arizona State University College of Education
gopher to mfo.asu.edu/ASU Campus-Wide information/College of Education/Other EducationGophers
(http-//info.asu.edu/asu- cwis/education/h ome.html)
Every professional in education should know this gopher site and have it in their bookmark file.
Gene V Glass has created a comprehensive and well-organized set of directories covering all
aspects of education. Some of the fifteen menu options cover: Best of the Internet for Educators;
Centers, Laboratories and Clearinghouses for Education; Full text Electronic Journals; Resources
for K-12 Education; as well as Scholarly Resources for Educational Research and Technology in
Education.

Buros Institute of Mental Measurements
(http-//www.unkedu/buros/home.html)
By providing professional assistance, expertise, and information to users of commercially
published tests, the Institute promotes meaningful and appropriate test selection, utilization, and
practice. Their web site features information about the Institute, articles to promote responsible
test use, and the Buros Test Review Locator. The Locator is a joint project with ERIC/AE
(below) which can help you identify which of the Institute's publications reference particular
tests.

ERIC Clearinghouse on Assessment and Evaluation (ERIC/AE)
gopher to gopher.cua.edu/Special Resources/ERIC Clearinghouse on Assessment and Evaluation
(http: //www.cua.edu/www/eric_ae/)
At the ERIC/AE Web and Gopher sites, you will find measurement and evaluation news; full
text resources including books, essays, and newsletters on assessment and evaluation; test
schedules of major standardized tests; the Test Locator, places to search ERIC databases;
descriptions of major testing projects; materials pertaining to Goals 2000 and world class
standards; and pointers to other gopher sites containing assessment and evaluation information.
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Of special interest is the Test Locator Service, a collaborative effort of ERIC, the Educational
Testing Service (ETS), the Buros Institute, and Pro-Ed Publishers. The Test Locator contains
descriptions (including publisher addresses) of over 10,000 instruments to measure a broad array
of interests, aptitudes, skills, and academic achievement

ERIC Clearinghouse on Information & Technology (ERIC/IT)
gopher to ericir.syr.edu
(http://ericir.syr.edu)
AskERIC maintains a large Gopher site providing access to a wide range of material. Of
particular interest are the AskERIC Infoguides. Each Infoguide includes pertinent ERIC
document citations and various Internet resources, such as appropriate listservs and pointers to
gopher/ftp sites. Some relevant Infoguide titles are: Authentic Assessment, Outcome-Based
Education, Technology-Plans, and Testing.

Educational Testing Service (ETS)
gopher to gopher.ets.org
This gopher provides general information about ETS and its programs We were most impressed
by the set of files on computer-based testing (CBT). Users will fmd discussions of current
security issues and their implications for the scheduling of computer-based tests, explanatory
files on computer adaptive testing and computer mastery testing, and state-by-state lists of CBT
sites. The ETS Presidential Files contains extensive information on What Every School Should
Know About Testing Students with Disabilities.

The Evaluation Center at Western Michigan University
gopher to gopher.wmich.edu/Westem Michigan University/Evaluation Center/CREATE
The Center for research, assessment and teacher evaluation conducts a wide range of projects for
student, teacher, administrator, and school evaluation. Abstracts and texts of its research and
technical papers will be posted here as this site develops.

National Center on Postsecondary Teaching, Learning and Assessment (Penn. State)
gopher to genesis.ait psu.edu/Information Servers at Penn. State/ Research Centers and
Institutes/National Center on Postsecondary Teaching, Learning and Assessment
This Center focuses on internal and external performance assessment (i.e., assessment of students
and institutions) at the postsecondary level. The Center posts summaries of its research projects
and findings, its newsletter and the materials it has produced.

National Center for Research on Evaluation, Standards, and Student Testing (CRESST)
(gopher to spinoza.cse.ucla.edu/Research on Evaluation and Testing/CSE-CRESST Alternative
Assessment Database or Products Available)
(http.//www.cse.ucla.edu/CRESSTHome.html)
CRESST offers searchable newsletters and technical reports, as well as descriptions of its videos
and handbooks on alternative assessment. Its unique and large Alternative Assessment Database
is maintained in concert with the NWREL (see entry below); at this gopher site, the database is
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called the CSE/CRESST Alternative Assessment Database. CRESST also provides access to the
CRESST Line Newsletter, Evaluation Comment, and general interest papers.

National Council on Measurement in Education (NCME)
gopher to assessmnt.iupui.edu, NCME
This site provides instructional matenals on educational measurement, measurement software,
job announcements, measurement related news and pointers to other measurement related
information.

North Central Regional Education Laboratory (NCREL)
gopher to gopher.NCREL.org/ Education Resources by Subject/Assessment
Here, one finds a long essay entitled, "What Does Research Say About Assessment," which
includes a bibliography of reference resources for the topic. There is also-a press insert entitled;
"Authentic Assessment: Measuring Learning in a Way That's Real for Children," which may be
used for educational newsletters and other publications. Other subjects of possible interest to
measurement experts include Educational Policy and Goals and Standards (still under
construction).

Northwest Regional Educational Laboratory (NWREL)
gopher to goplier.nwreorg/NWREE Program and Content Areas/Evaluation and Assessment
OR Science and Mathematics Education
Under Evaluation and Assessment, you will find bibliographies on alternative assessment as it
pertains to portfolios, mathematics and science, and reading. Under Science and Mathematics
Education, you will fmd the program for which the Center, in collaboration with the other nine
federally funded Regional Educational Laboratories and CRESST, collects, reviews and offers
instruments for alternative assessment in science and mathematics. At this gopher site, that
program is named the Laboratory Network Program on Alternative Assessment (LNP-AA) Its
database of alternative assessment instruments and procedures, as well as annotated
bibliographies, are offered online.

The Princeton Review
gopher to bloggs.review.com
(http://www.review.com/)
The Princeton Review is a full-service preparatory service for college, graduate school, and
professional school admissions processes. It offers: information about testing companies
inclUding phone numbers, test taking problems, what's new in testing, information on college
admissions, college rankings, fmancial aid, and career advice.

Question Mark Computing
(http://www.qmark.com)
This British site devoted to Computer Aided Assessment features QM Web, a system for
delivering tests, exams, tutorials and surveys on the world wide web. The site also provides a
variety of links to testing and assessment internet resources.
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Regional Alliance for Mathematics and Science Education Reform
gopher to hub.terc.edu/The Regional Alliance/Regional Alliance Newsletter
The quarterly newsletter Resources in Assessment is a product of an alliance of educators and
administrators for the improvement of K-12 science and mathematics teaching and learning. It
reports the latest research findings and program developments for the Northeast and Islands
region. Users may apply for Study Group Member status, which entitles the member to training
to become a trainer of others in K-12 mathematics and science alternative assessment.
U.S. Department of Education
gopher to gopher.ed.gov Search all USDE Menus using Jughead/<education* and (evaluation or
assessment or measure*)
(http//www.ed.gov/Index.html)
There is such a profusion of essays and descriptions of federal and state prograins, including
important information about and from the National Assessment of Educational Progress (NAEP),
that, in gopher, the user is advised to summon them by the truncated (i.e., abbreviated) indexing
terms indicated above (Hint: be sure to type in the terms and punctuation exactly as you see them
above.). At both the gopher and www sites, you can find the National Education Goals,
Researchers' Guide to the Department of Education, and various U.S. Department of Education
publications in full-text.
U.S. Department of Health and Human Services
(http://www.os.dhhs.gov/progorg/aspe/prog_eval/evaluation.html)
The Office of the Assistance Secretary for Planning and Evaluation of the U.S. Department of
Health and Human Services maintains a data base of abstracts of evaluations and research studies
funded by the Department. You can review these abstracts online and included is information on
how to obtain copies of the documents.

LISTSERVS
Listservs are electronically-facilitated discussion forums of participants who share a common
interest You e-mail a thought, question, or response to the forum and the listsery software
re-transmits your e-mail to the entire mailing list. Lists of interest to the educational
measurement community are described below, followed by instructions for participation.
To become a participant in any or all of the lists above, you send e-mail to the listsery with a
one-line message -- SUBSCRIBE listname youmame. For example, to subscribe to the AERA-D
listserv, you would send e-mail to hstserv@asuacad.bitnet. The first and only line of the text
would be SUBSCRIBE AERA-D yourname@address.com. Thereafter, the listsery will
automatically confirm your subscription and forward instructions and usage guidelines.

AERA-D - American Educational Research Association, Division D - studies educational
measurement and research methodology. Subscribe to: LISTSERV@ASUACAD.BITNET
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AERA-H - American Educational Research Association, Division H - studies school evaluation
and program development. Subscribe to: LISTSERV@ASUACAD.BITNET
ASSESS - Assessment in Higher Education. Subscribe to: LISTSERV®UKCC.uky.edu

ASSESSMENT-PSYCHOMETRICS - Psychological assessment in clinical and research
settings; psychometric theory and application. Subscribe to: LISTSERV@NETCOM.COM

EARLI-AE - European Association for Research on Learning & Instruction promotes and
improves empirical and theoretical research with processes of learning, development, and
instruction. Offers an Assessment and Evaluation SIG. Subscribe to:
LISTSERV@HEARN.NIC.SURFNET NL

EDPSYCH -a resource for teachers of educational psychology. Subscribe to:
LISTSERV@VAXA.WEEG.UIOWA.EDU

EDSTAT-L - Statistics Education Discussion Forum. Subscribe to:
LISTSERV®JSE.STAT.NCSU.EDU

EVALINFO- The information list of the American Evaluation Association. Contains updated
job bank information, AEA membership form, ABA meeting info., and a list of AEA SIG's.
Subscribe to: LISTSERV@UAIVM.UA.EDU

EVALTALK - general discussion of evaluation and associated issues, includes evaluation
theory and practice in diverse areas. Subscribe to LISTSERV@UA1VM.UA.EDU

EVALTEN - Topical Evaluation Network on Evaluation Methodology and Statistics. Provides
assistance for experimental design and analysis for mental health systems evaluation. Subscribe
to: LISTSERV@SJUVM.STJOHNS.EDU

K12ASSESS-L -The goal of K12ASSESS-L is to provide educators with a fast, convenient, and
topical electronic discussion forum focusing on issues related to educational assessment in grades
K-12. We hope K12ASSESS-L will become the place for local assessment personnel to share
and obtain resources, ideas, and support. Subscribe to: MAILSERV®LISTS.CUA.EDU

METHO - Methods of quantitative research in the social sciences, conducted in French.
Subscribe to: LISTSERV@UQUEBEC.CA

METHODS -a list for social science research methods' instructors. Subscribe to:
LISTSERV@VM.ITS.RPI.EDU
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PAR-L -or computer-managed testing procedures (i.e., computerized test preparation,
test-taking, scoring, analysis and reporting) which emphasizes the ParSYSTEM family of
software. Subscribe to. LISTSERV@CCAT.SAS.UPENN.EDU
SOS-DATA- Data sources for social sciences. Subscribe to: LISTSERV@UNC.EDU

STAT-L -discussion of statistical theory, formulas, procedures, and software. Subscribe to:
LISTSERV@MCGILLLBITNET

SWMG-LIST - listing of assessment instruments and measures used in social work programs
Subscribe to: LISTSERV@STAT.COM
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