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PROGRAM EVALUATION STEPS

1. Clarify what you are trying to accomplish
2. Specify what you want to know

Design the overall evaluation plan

|dentify any constraints and limits
Acknowledge multiple sources of information
Build outcome evaluation measures

Build process evaluation measures
Incorporate qualitative measures

|dentify who can provide assistance

O Plan the evaluation
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11.Implement the evaluation
12.Code and synthesize data
13.Report and present findings
14.Reflect on proposed revisions




A Step-by-Step Guide to Planning and
|mplementing Evaluation Strategies

The thought of doing evauation is often overwheming to professonds doing ther activities.
After dl, they reason, if their work is of good quality, why does it reed to be evduated? That is
precisdly why formaized evduation activities do need to take place - to document clearly the
work that is being done. The evaduation helps provide the program designers with insght about
ways of improving the efforts. It dso helps to further substantiate the qudity efforts, providing
proof to others that the activities or services are working. Further, should the results be other
than what is expected, or if something changes with the audience or setting, program
modifications will be needed.

This Guide provides a user-friendly approach for understanding, orchedrating and implementing
evauation activities. It is prepared for the program person who actudly implements the service
activities, or who oversees the implementation of the activities ~ While this may be a hepful
review for the person(s) conducting the evauation, it is actualy desgned as a brief overview for
the program manager or coordinator. In a sensg, it is designed to “take the sting” out of doing
evauation.

The importance of doing evauation in as complete a manner as possible (outcome and process
evaduation, quantitative and quditative approaches) is essentid.  As highlighted throughout the
Guide, evdudion is integrd to “knowing what works’ and to “knowing why it works”
Evduation is NOT something that gets tacked onto the end of an activity or event (athough
many people view it that way); it is when done right, integrd to the implementation of high
qudity services, resources, and events. While some people are threstened by the
implementation of evauation activities, evduation is actudly desgned to serve a usgful role - it
helps each of us improve what we are doing. It is a hepful set of tools that can help improve our
efforts, therédby minimizing the implementation of activities tha ae redly not hepful, or as
hel pful asthey could be.

Evauation is viewed as a process. It is one that evolves over time, and one that incorporates a
range of approaches designed to accomplish different things. The 14-step model prepared here
(see back pages) is offered to help organize the thinking and planning.  The Guide provides a
brief overview of each dep, including ratonde (the “why”) and some condderations (the
“how”).  The pages for each step are complemented by a worksheet which offers a framework
for key questions and issues.  While the Guide is not “everything you wanted to know,” it does
provide the overdl perspective and, hopefully, greater confidence for embarking upon evauation
activities.

Enjoy the journey!



Step 1
Clarify what you are trying to accomplish

Why:

This first step heps to provide focus to both the project activities and the evduation plan. By
clearly gating what you are trying to accomplish, the focus is on the end point for the project.
The dtention is on what you want to see different as a result of the project activities and services.
With clearly defined endpoints, measures can be prepared which capture the attainment of these
desired outcomes.  With outcomes that are more fuzzy, it will be increesngly difficult to specify
measures that capture ther accomplishment.  Within this context, program planners can
aticulate the linkages between their knowledge foundations (whether from research, experience,
or theory), program implementation idess, and assumptions about linkages among these factors.

How:

As explained, the purpose of this step is to help clarify the vison and purpose of the project. In
order to accomplish this, it is necessary to engage al those who are involved with developing the
project in various activitiess The purpose of these activities is to identify, in a participatory
manner, the various views and expectations of those involved with the program.  Through
didogue and discussons, the group will be able to identify clear desred accomplishments. These
discussons must be well- focused, and perhaps facilitated by a member of the project leadership
or the evauation staff.

Tips
Define the need as precisaly as possible.
Clarify what you want to accomplish (outcome).
Congder different needs for various subpopulations.
Braingorm with others from the beginning.
Engage from the beginning those whom you believe may be critics.
Think long-term and short-term.
Usethisfor the overadl project aswdl asindividud programs or events.
Do this process as often as possible.
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What isyour vision?

What areyou trying to prevent?

What areyou trying to promote?




Step 2
Specify what you want to know

Why:

Complementing the fird gep is an identification of what you want to know specificdly. While
your desired outcome may be clearly stated, you may want to know only that the outcome was
achieved. You may dso want to know what effort was made to achieve that outcome. Y ou may
wish to know what concerns emerged and attained the desred outcome. You may wish to
validate some assumptions or hypotheses and then want to know contextud issues surrounding
the project and its outcome attainment. In addition to specifying what you want to know, it is
helpful a the outset to specify what others want to know. These dakeholders may include
adminigrators, department heads, key influentid people, and others with power and influence;
they may use evauation data and reports or may make decisions based on their results.

How:

This step is best implemented in conjunction with the firs sep “Clarify what you are trying to
accomplish”  This is because the processes of identifying what you want to accomplish and
what you want to know will inform each other. Thus, the project activities will be developed to
provide answers to “what you want to know,” and at the same time “what you want to know”
will guide the design of these activities.

Specifying what you want to know about a project requires the examination of the purpose(s) of
the project. Based on that, different aspects of the project are identified with the goa of
determining the type of information that needs to be gathered. In some ingances this
information will be related to the process of the project; in others this information will be related
to the outcome; and in other Situations to both the process and the outcome.

Tips
C Remember that you cannot answer everyone' s questions.
Try to maintain the integrity of the program design and not let the evaluation
determine the program.
Think about the range of stakeholders, and engage them at the beginning.
Redlize that you cannot know everything.
Prioritize what you want to know, and when you need to know it.
Make sure that what you want to know gets covered in the design of the program
and the design of the evauation.
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What you want to know

How to measurethis




Step 3
Design the overall evaluation plan

Why:

Building upon the first two steps, the overal evauation plan can now be prepared. It is critica
that this be conducted a the beginning of the project in order to provide meaningful results.
Further, in dedgning the evauation activities & the onset of the project, claification about
project activities and drategies can be undertaken. The linkage between gods, objectives,
drategies, and messures is one that must be clearly specified and arranged as early as possible.
This avoids implementing unnecessary drategies, as wdl as unwidding, inappropriate, or
inufficient evduation designs.

How:

The overdl desgn of the evaudion includes atention to scheduling, factors that affect the deata
collection and interpretation, as wel as behaviord and implementation concerns among the
target populations.  In designing the evauation, it is important to minimize the extent to which
the evauation affects the program desgn and implementation. Thus the program design should
take the highest priority with evduation prepared within the program desgn context. With this,
the program is implemented to have the desred results, with data collected as a secondary
function; thisisin contrast to having the program designed entirely around data collection.

The Evduation Plan is desgned by evauators in collaboration with the project gaff, for they are
the ones who may provide redidic information about the project, which could affect the
evduaion desgn. Evauators adso need to assess the issues in step 2 “What do you want to
know.” Thiswill help dl participants darify the types of information to pursue.

Tips
Keep the overal evauation design as smple as possible.
Acknowledge that different evaluators have different philosophies and orientations.
Let your genuineness show when preparing the evauation.
Implement pre-test/post-test designs on aroutine basis.
Have the evduator involved at the beginning of the project.
Take cae to minimize laer citidsms by anticipating thess, and  building
evaluation processes and designs to reduce these.
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Goals, Objectives, and Activities

Schedule

Who

GOAL:

Objective #1.

Activities:
1)
2)
3)
4)
5)

Objective #2:

Activities:
1)
2)
3)
4)
5)




Step 4
| dentify any constraints and limits

Why:

Evduation designs can range from extendgve (and expensve) to smple and narow. As the
overd|l evduation is being desgned, daifying the drengths and limits helps provide guidance
about building the evaduation plan. Every project does not need a long-term theoreticaly
complex evduaion desgn. On the other hand, a complex project will not be well served by a
ampligic evdudion. Attention to a variety of consderations which provide data that can be
useful is important for early planning discussons. It is dso important to determine whether the
evauation is a supplement to a project, or as in the case of research studies, whether the project
is more subsarvient to the evaluation.

How:

Ealy in the process, evaduators must engage in discussons of the project’s resources with the
project's leadership. In such discussons, the evauation design will be tallored to maich the
resources available, whether human, financid, logigic or technicd. Hardly ever do evauators
work in a vacuum or separate from the project saff. Therefore, recognizing what type of human
resources are avalable to the evauation gtaff, and in what capacity, helps in identifying whet the
evauators, redigicaly, may expect in terms of data collection by project staff.

Financids factors, of course, are dways of greast sgnificance. However, it is not necessarily true
that financids are dways “too short” to serve evaudion needs.  In many ingdances project staff
who are not familiar with evduation techniques and costs bedieve, wrongly, that data collection
and andysis are expensve tasks. On the other hand, many project staff, who are used to quick
types of “pre/fpost” evauation of short term events (such as workshops and one-day conferences)
assume that this is what it is dl about; thus, they believe, it should not cost much a dl. Of
course, they, too, are inaccurate in their assessment of evaluation. Evauaion ould be far more
complex and deep than a quick pre/post salf-administered survey.

Evduators usuadly are aware of the cods of ther different tasks. They can help project daff
bresk some of ther misperceptions about insufficient or extravagant financia costs of
evduation. They can dso suggest to project daff different methods of pursuing funding, and
assigt them with writing proposas to obtain such funds.

Findly, even if human and financid resources are avalable, logisics may get in the way.
Logigicd congderations expand time and space condraints. In many indances, it is time
condraints that meke it difficult to pursue an ided evdudion desgn. However, evauaors
should be able to asss project daff in desgning evduation plans which will maximize the use
of ther time, by deveoping smdl, yet representaive samples, for example, or by developing
techniques and tools that are less time consuming.
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Tips
Remember that budgets, resources, and time are limited.
Anticipate obstacles and critiques when building the assessment evauation design.
Think about others who need the findings, and their time and politica condraints.
Only ask questions whose results you are willing to report.
Specify arange of evauation designs and associated budgets.
Congder asking for the ideal plan and budget firgt.

Congtraintg/Limitations Strategiesto Overcome

1)

1)
2)
3)
4)

2)

1)
2)

4)

3)

1)

3)
4)

4)

)
2)
3)
4)

5)

1)
2)

4)




Step 5
Acknowledge multiple sources of information

Why:

Information and data can come from multiple sources. In building an evauation plan, it is
helpful to think about sources of information that dready exis, as well as those that can be
cregted. It is dso helpful to condder quantitative and qualitative measures, as well as ways of
quantifying measures that are gathered or prepared from a quditative approach. The overdl
themeisto integrate the ingght and information from the multiple data sources.

In research terms, this is caled “triangulation.” Just as arline pilots and watercraft captains need
multiple sources of information to know where they are, program leaders need a variety of
sources.  For example, just because you know that you accomplished something does not inform
you how you achieved it; triangulation helps to fully understand what you need to know. With
multiple sources of information, data can be gathered and then compiled to point towards an
overdl and more complete understanding.

This is paticulaly hepful with blending quditative and quantitative information.  Many
program personne “know” and “fed” that the process worked, and can gather information in a
quditative way; however, this may not be able to be fully captured with raw numbers. However,
many program managers (the decison makers with the budget) want to see numbers, but do not
understand the process without quditative insgghts or perspectives.

How:

Every program is made of a set of activities These activities target certain populaions in
vaious ways. For example, a program activity may provide information on acohol to college
gudents in order to increase their awareness of how acohol affects the body. Another activity
may be to provide support groups for students who come from subgtance abusng families A
third program activity may provide referras and resources to students who are having problems
with their dcohol use. For each of these activities, an evaduation desgn which may best serve
the program rdies on multiple sources of information. For example, for the dtuation of
providing support groups, an evauation desgn may be made comprised of a combination of
outcome and process tools.

For the outcome evauation, two methods may be applied: a pre-post test for participants to
asess their knowledge, attitudes and behaviora changes as a result of the support group; and an
in-depth interview to assess some of the “quditatively dgnificant” effects of the support groups
which may not have been captured by the pre-post test.

For the process evauation, two methods may adso be agpplied. One method is to have an
independent evauator conduct observations of the support groups in order to capture the
elements of the process which may have had greater effects on te paticipants. Another method
is to ask the daff to provide an assessment of each group to determine how they perceived the
process and its effects.



The combination of information from these various sources is then andyzed to produce as much
depth and breadth about the support groups, their process and their outcomes.

Tips
Learn how to prepare a quaity evauation by reading other proposals.
Focus the issues to be addressed since every question cannot be answered.
Condder usng information thet has already been gathered.
Try to get other individudsgroups to gather information that helps meet your
needs.
C Determine which questions can best be answered by which processes.

O OO
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Step 6
Build outcome evaluation measures

Why:

This gtep links to the first step by adding measures to monitor what you are trying to accomplish.
With a dearly defined specification of what you want to accomplish, you have dready prepared
the desired outcome. Outcome measures, then, help address whether that desired outcome was
achieved. In building outcome measures, attention to methodology, vdidity, rdiability, and
sampling will be undertaken. The am is to maximize confidence in the knowledge tha is
gathered with an am of being able to attribute what is changed to the program implementation.

How:

The building of outcome measures depends greatly on the type of program cnducted, the type(s)
of data avalable, and the avalable resources. However, what is common for al outcome
measures is tha their purpose is to assess the immediate effects of the program on the targeted
audience or population. Outcome mesasures, thus, must be developed to capture information
related to the intended effects of the program. So if a progran’'s purpose was to improve
sudents knowledge of acohol related problems, an outcome measure will focus on how much
the students knowledge improved. It would be wrong in this case to focus an outcome measure
on students behavior, because changing behavior was not intended as a program purpose.  With
outcome measures, it is important to focus on what is reasonably within the reach of the
program; while the ultimate am is generdly behavior change, the program itsdf cannot done
accomplish that.

Once the intended effects of the program are defined, evaduators need to determine the
appropriate tool(s) to be used to capture information related to the program’s effects. This could
be accomplished by utilizing both quantitative and quditative measures. Both are important
because the former provides broad generdizable information, while the latter provides in-depth
information.  In both cases evaduators will have to datend to certan principles rdiability and
vdidity of tool(s), and sampling randomness and representativeness.  The rdiability and vdidity
of tool(s) refer to ther consstency and accuracy in capturing information from a wide audience.
A todl is relidble and vdid to the extent that it is understood in the same way by dl participants,
and the responses provided have the same meaning.

Sampling is dso necessary because in many cases it is impossble to conduct evduation with
every member of the targeted audience. Therefore evauators must find ways to sample ther
audience in ways that are random and representative. A sample is random to the extent that it
dlows each person a far chance to be pat of the outcome evauation. A sample is
representative to the extent that it is a reflection of the demographic, and other important, factors
which are characterisic of the larger population. Of course, with smaler groups (like a
workshop), sampling is not appropriate because dl participants are present and the numbers are
too amdl to judify getting information from only a portion of these individuas. The sdection of
tool(s) varies according to the nature of the project. Survey questionnaires, with pre-test /post-
test, as well as* experimenta” and control group designs,



are popular approaches to be used with quantitative methods. Interviews and focus groups are
methods frequently used to collect quditative information.

Tips
C Sate, as specificaly as possble, what you want to see different over a period of
time.
C State the desired outcome up front as early as possible in planning, and then build
linkages and measures.

C Think about the project overdl aswedll asthe individua programs or events.

Maximize a qudity design to provide you and others with confidence in the results
and avoid criticisms.

When sampling, strive for randomness and representativeness.

Attend to al the details to make the process run smoothly.

Prepare a quality approach to maximize repeet eva uation opportunities.

Focus on the most immediate results; think about what your program/project can
reasonably address.

OO OO

Desired Result Outcome Evaluation Measure




Step 7
Build process evaluation measures

Why:

Not only is it important to identify what hgppened, but it is dso hepful to know how it
happened.  Process evauation measures address issues such as implementation efforts and
efficiency, as wel as how those engaged view the implementation. Process measures help us
understand how the implementation proceeded, what obstacles and concerns evolved, and what
was particularly successful so that an interpretation of the achievement of outcomes can be
made. Thus, should one wish to replicate the project because desired outcomes were achieved
well, process measures will help to provide the necessary information. Further, should one wish
to modify the project because desired outcomes were not achieved as well as desired, process
measures will then be hdpful in gaining indghts

How:

Process measures are concerned with the “how” question. Therefore, evaluators develop
mechanisms and tools which are cgpable of assessng the ways in which a program is
implemented. Severd aspects of a program may be used to assess how it works. For example, if
a program is concerned with providing a series of activities to help students who are children of
acoholics better cope with college life, one process measure could be a review of how many
activities each student was exposed to (the dosage). Still another could be the percelved
atractiveness of these offerings. Another method could be the number of activities that were
made available over aperiod of time.

In addition to measuring the process in terms of the quantity, dosage, or receptivity, it could dso
be measured in terms of qudity. For example, a process evaduation may contain observations of
activities. These observations am a describing the interactions and processes that take place
during an activity. Another method of collecting quditative information is to conduct interviews
with gaff and with dudents to assess their thoughts and fedings about how the activities are
conducted. Another popular method for conducting more in-depth observations is participant
observation.

An important dement for the success of any process evaluaion approaches is consigtency.
Consigtency applies to implementing the method according to plan (day in and day out), and dso
it goplies to coding the information collected in a uniform way. Conggency in daa collection
and data coding provides for meaningful interpretations of the data, and useful feedback to the
program.



Tips
Remember that the purpose of process evauation is to add in refinement as well as
replication.
Know your program inside and out.
Be methodical and fully sequence measurement activities.
Process evduation is needed once a program is running to find out if any pieces are
missng and how participants view the program, thus providing a way to make
modifications early.
It isimportant to document no success aswell as success.
Knowing what worked or did not work needs to be complemented by why and how

it happened.

I nformation Desired Process Evaluation Approach




Step 8
| ncor porate qualitative measures

Why:

Much of the evauation conducted emphasizes quantitative agpproaches. It is important to
incorporate qualitative measures because these. These andyses manly datidticd, will prove
unfruitful if the data were too loosdy recorded. Also, they are helpful in providing ingghts that
are otherwise not captured. They can be hepful in both outcome and process evauation and are
important for incdluson throughout the evduation plan. They provide rich ingghts and serve as a
Subgtantiative data source.

Agan, as cited with Step 5 of quditative goproaches should complement quantitative
goproaches, as they hdp provide the richness, flavor, and feding typicdly not found with
quantitative measures. They are emphasized here because they are often overlooked by many
practitioners.

How:

Quaditative methods are research designs whose purpose is to gather information about certain
events, activities, or people, in as natura a dtate as possble. In that respect, quditative designs
are developed to capture information as it actudly appears in red gStuations, or as it is actudly
expresed by people, with minima intrusion by the researcher or the research design. Because
of this tendency to capture raw natural data, quaitative methods are structured to be adaptable,
flexible and incdusve. Ingead of guiding the research by its desgn (such as is found in most
quantitative methods), quditative methods are driven more by the nature and characteristics of
the phenomenon that is subject of the inquiry.

The srong question and response dructure of quantitative methods is necessary for the types of
data andyss performed with such methods thus not managesble. By contradt, the quditetive
data may lend itsdf to either quantification and datistical andyses (after a process of coding and
transforming responses into quantitetive data), or to qualitaive interpretation, which does not
abide by gatistica requirements and methods.

Quditative methods, as illudrated in the examples above, provide depth and indghts into data
that may not be atainable usng quantitative methods. Because most quditative methods engage
the researcher and individuds involved with the subject of inquiry (i.e, focus groups and
interviews), the posshilities of exploring more research aspects and expanding or deepening the
inquiry are always present; the researcher has more control over how far and how much research
to conduct. The findings from quditative methods usudly provide a redigdic picture of the
subject of inquiry.

Despite thelr advantages, quditative methods, like al other methods of inquiry, are not without
dissdvantages.  Their effectiveness depends basicadly on sound planning and implementation. A
mgor concern with quditative methods is the subjectivity of their data The strong involvement
of the researcher with these methods could lead to influencing the objectivity of the process and



the findings by the researcher’ bias, preconceived idess and bdiefs, and even his or her
persondity.

Another concern with quditative methods is reated to ther limited generdizability to other
amilar subjects of inquiry. However, this concern assumes that a quditative research is intended
to provide such genedization. Ye, in many indances this research is intended only to
investigate aspects of a specific event, case or activity, not to be generalized to other Situations,

In summary, the use of quditaive methods is dmog ineviteble for any type of inquiry. They
provide depth, meaning and “life’ to the subjects of inquiry. The flexibility and adaptability of
quditative methods alow researchers to plan and manage their resources to the research needs.
Findly, quditative methods do not negate the need for the quantitative methods which usudly
provide the direction and raise the questions that are better answered by the qualitative ones.

Tips
At itsbasc leve, this means asking “why” and “how.”
Recdl that quditative information adds richness and perspective to the data.
Congder involving others to gather this information.
Quditative findings can be used to illugtrate or to explain.

OO OO
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Step 9
| dentify who can provide assistance

Why:

It is impossible for a sngle person to conduct dl the evauation tasks on his or her own. Thus,
they usudly rely on program daff to provide assstance. In addition to that, there might be other
tasks that the program staff may not be well equipped to handle, and the evauator may not be in
a pogtion to do them. In these dtuations, the evaluator and the project staff have to be credtive in
seeking the assistance of others.

It is dso important to acknowledge that the expertise of others is often needed. They may offer
quick assigtance on a task that otherwise may teke a long time. Generdly, those charged with
overseeing evauation for a project are not specidists in evauation; they do, however, have a
desire to implement drategies tha are meaningful and helpful. Thus, specdids in various
agpects of evauaion desgn and implementation, as well as in data andyss and reporting, must
be identified.

Findly, engagng others not only eases the burden on one person, but it dso heps gain others
support and understanding of the project through their participation, their buy-in and support
may be increased.

How:

To gan specidized assgdance, try to identify individuds on the campus such as faculty in
sociology, psychology, business, mathematics, and esewhere.  There may adso be adminigtrators
and other professionas with expertise in these aress.

To provide other labor assstance, think about student workers or dericd saff who can, with
gopropriate guidance and hepful dandards, provide many of the labor intensve activities
integrd to the evauation.

With this process of engaging others, it is important to communicate clearly the project needs,
such as identified in the Steps 1, 2, and 4. This may be perceived as a “win-win” gtuation
whereby these professionals or students can get some of their needs met while you obtain data
and insght regarding the program.

Tips
Use consultants and evauators to help you meet your needs.
Use available technica assistance.
Think cregtively.
Maintain overdl continuity by focusing on the “big picture.”
Remember that you hold the overadl management of the evauation implementation.
Don't let others agenda ruin yours.

OO OO




Evaluation
Task

Potential Resour ces
(Who can help?)

Their Perspectives
(What isAin it@ for them?)




Step 10
Plan the evaluation

Why:

This gep focuses on the gpecific plans and organization for implementing the evauation.
Conducting the evduation is not Smply a sngle activity, but rather a series of activities. While a
gpecific event may be evduated with respect to its ability to increese knowledge, a campagn
may be monitored for its overal hdpfulness and the range of audience it reaches. The program
as a whole may be reviewed both from the perspective of how it is received as well as whether it
is ultimately effective in achieving desired outcomes.

How:

Evaduators and program daff usudly engage in designing a detalled plan of what parts of the
evduation will take place & what time, by whom and for how long. These plans will be
successful  only if they take into condderation the various condraints demands and
circumgtances which affect every dep of the evdudion. For example, when planning a massve
survey campuswide, it is important to avoid exam periods when students and faculty are too busy
to respond to surveys. Also, when planning focus groups, avoid the days immediatdly before
holiday times when students are likely not around.

The plan dso mug be logicd and built upon the cumulative completion of tasks. This means
that, for example, steps to prepare and print survey forms must be put in the proper sequentia
order, and to precede by reasonable time margin the time for didributing the surveys. Time for
data collection must be st redidicdly and must account for the possble need to conduct a
“follow up” cdl.

It is essentid that plans for evauation take into condderation the involvement of the program
daff with ther program activities The evaduation should not be so invasve tha it tekes away
from the time needed by program dsaff time to conduct the program and ddiver ther services.
Evauation activities need to be scheduled around the program activities, not the other way
around.

Findly, it is of utmog importance that evaudion discusson and planning about evaduation begin
a the earliest possble time. If a new project is being undertaken, evauation design efforts must
be pat of the initid planning. Idedly the evduation effort should blend into the programmatic
and service ectivities,



Tips

C Be detail-oriented and prepare for dl the “nuts and bolts.”

C Maintain baance between what the program services and activities are trying to
accomplish and what the evauation portion is atempting to accomplish.

C Prepare a clear timeline with gods and responsibilities identified.

C Set up data-gathering systems at the beginning of the project.

C Filot test any indruments developed with atention to darity of indructions,
readability, and length.

C Remember to identify any congraints and limits.

C Remember to involve those who can provide assstance.
Desred Unit of Measure | Information Source

Outcome

(Peron/Group/
Behavior)

(Tool/Ingtrument)

Who

When




Step 11
| mplement the evaluation

Why:

The evauation plan is both short-term and long-term, with individud ectivities making up the
“whole of the evduation.” The gpecific evauation includes implementing the activities
identified in the plan, monitoring how smoothly they are proceeding, making adjustments as
appropriate, and providing onrgoing review and feedback to make sure that events are on
schedule.  All too often, program personnd leave evaduation until the last minute or “run out of
time” and are unable to do it well. Thus, the project coordinaior must monitor this carefully to
ensure tha it is indeed accomplished in a reasonable, timdy, and agppropriate fashion. In
addition, the coordinator must monitor him/hersdf and not become frudtrated that dl possble
information is gathered; recdl the priorities set during Step 2 which specify what you want to
know.

How:

Once a plan of evduation is desgned, that does not mean that the implementation will go
perfectly according to plan. In most cases the implementation faces unforeseen obstacles and
complications- -students did not show up on time, the mailing of surveys is backed up by dow
printers and insufficient forms, or it showed!  Such complications ae amog regular
occurrences with each and every evduation implementation.  Therefore, it is important to
anticipate such occurrences and make every effort to reduce the probability of their happening.
Always have back-up plans or “plan B” to respond to these crises. It is important that
experienced evaluaors be present during the implementation of magor evaudion activities in
order to ensure a proper reaction in case of crisis.

In addition to being able to respond to crises, it is important to develop methods of activity
tracking. These methods are intended to ensure that each step of the evaluation is well recorded
and described. For example, when a survey is conducted and responses are received by mail,
datus as wdl as there should be a system to track the arrival of each survey form should exis.
This includes its daa entry satus as well as any concerns with it.  If a maling lig is used to
send survey forms, there should be a tracking of who responded, when they responded, and if a
second mailing was sent to those who did not respond.

Tips
Build aflexible plan, snce some things will change.
Try to implement an evauation plan that is as unobtrusive and quick as possible.
Remain true to your generd hypotheses and needs.
Implement the evaluation activities in arespectful manner.

OO OO




Project Monitoring Checklist

Complete?




Step 12
Code and synthesize data

Why:

This task appears rather laborious, it is centrd for the completion and ultimate reporting of the
data Any data received must be incorporated into an established quality and secure approach.

Data received should be confidentid and maintained in that forma due to the trugt that is
tranferred to the holder of the data by those providing the information. Information will be
coded and entered into a data set where it can be andyzed. Appropriate methodology should be
implemented, including vdidity and rdiability issues, with respect given to ddidicd andyses.
At this time, quditative data may be coded and analyzed and data blended together for overdl
gynthess and review. From this initid review, additiond questions and suggestions for follow-
up questions and condderations can be generated. These then can promote complementary
evauation activities.

How:

Managing data is one of the evduation tasks, that no matter how much you read about, you can
never perfect except by practicel Managing data entails severd steps, each geared towards
ensuring 1) the integrity of your research and evauation, and 2) the accuracy of your results.

In most indances, collected data is privileged information, or drictly confidentid. This requires
tregting it accordingly. Therefore, sysems must be set up to ensure that data receved is well
recorded and stored in a secure place. A log book is your best tracking method; but, it is only as
good as how you and your staff make use of it.

In many instances data received is recorded on forms that look identicd (i.e., Scantron or Opscan
forms). In many cases respondents neglect or forget to record ther identifying informetion (i.e,
identification number, classsoom, group name). This requires that data coders make the effort to
identify data before toring it. This may prove to be the most crucid action in this pocess if, for
some reason, you need to review the raw data for accuracy of data entry or analyss. If you don't
have identifying information, you may never be able to go back and confirm your datas
accurecy.

In order to talk about your results with corfidence, you mugt first be certain that the data that you
analyzed was accurately coded and entered into your database (in most cases, on a computer
program). The firs step in this process is to ensure that dl your daff are reading the data in the
same way- in other words, an answer of “Yes’ is coded in the database as “1” by dl coders, not
“1” by some and “2” by others. Develop a codebook for coding al possible responses from your
evaudion forms.

The next step is to ensure that al data coded is reviewed by at least two people. Develop a data
entry log to show who entered data, and who reviewed it. Again, make surethelog is used.



One piece of daa tha is problematic in the coding, entry and andyss process is the “Missng
Data” Missng data includes the non-responses to certain questions, or the responses that do not
fit within the expected response format (i.e, a response of 9 reported for a scae from 1-5).
Missng data may tel you more about your program, and your evauation tools, than you may
have ever thought! For example, nornrresponses to certain questions by certain groups within
your sample, may indicate that the questions are too sendtive, too difficult to comprehend, or
located at the end of the evaluation instrument without time to complete.

In addition, missing data may be ussful when you ae looking a frequencies or paterns of
responses (i.e., how many responded “Yes’, how many responded “No”, and how many gave no
response). If you are looking at trends, such as mean and median scores, missng data will be
meaningful only if a no-response has a certain vaue on the response scde.  If it does not, then
you need to ensure that it is dismissed before running any trend tests. For example, if you asked
respondents about their age, and you want to find the mean or average age, including the missng
data (which usudly has a vadue of zero) will make your population seem too young. Exclude
missing data firgt, then run your mean test to get to the red average age.

Findly, you can look a your data endlessly, because there is dways one more issue that interests
you or interests someone you care to please. If you have other things to do (such as writing a
report of your findings and presenting it to your funder), then draw aline on where you will stop
your andyss. Look back a your goas and objectives, and what you wanted to learn, then
decide where the line is to be drawn.

Tips

C Maintain careful control over the data.

C Continue to attend to the detalls.

C Check and double-check the data; verify that what is reported is coded accurately.

C See if the data makes logicd sense; where it does not, recheck data entry and

coding.
Data Review | ssues Verification

Confidentidity
Secure Location
Accuracy Check
Other:
Other:




Step 13
Report and present findings

Why:

The main purpose of the evauation process overdl is to provide information back to the program
daff. This heps them assess ther effectiveness and to identify ways to improve the performance
of the project. An Evauation Report is the vehicle that the evaduators use to formaly present
ther findings, as wdl as any recommendations. Therefore, a report must include the information
that will best aid the staff in doing thelr tasks.

In addition, a report is intended for sharing and disseminating information about the program
with other professonas, as wel as to others who may be interested in sSmilar projects
Therefore, the report must include sufficient information about the progam itsdf and the
evauation design, aong with findings related to the program accomplishments.

How:

When consdering the audiences interested in the data identified in Step 2, reports may be
prepared in different formats. The gpecific format will be determined by the needs of the
program dtaff, project management personnd, and other stakeholders (such as funding sources,
oversght boards of directors, and community groups). Different formats may include a detailed
report with full sets of data, brief reports, executive summaries, and press releases.

In preparing these documents, maintain clarity so that the message intended by the writer is
presented properly.  In fact, the same information and data may be recast in a range of formats
and writing styles, dl determined by the target audiences. Preparations should adso be made for
public presentations and discussons whereby interpretations may be made and issues for follow-
up evauation activities may be identified. Those who are mogt intimatdy knowledgeable of the
data should, at this time, offer ther insghts and interpretations, as well as recommendations for
program implementation.

Tips
Beaticulate.
Congder using a handout; build your graphics that help the reader.
Repeat what' s central and essentid.
Watch your wording in the beginning and at the end.
Make sure you don’'t contradict any statements that you make.
If you're not sure about an issue, don’'t mention it.
Keep meeting the ultimate needs of the audiences you serve.
Be prepared to market the program to others.

OO OO OO OO




Who areyour
audiences

What they need to
know

Proper formatsfor
presentation




Step 14
Reflect on proposed revisions

Why:

An essertid aspect of evduation efforts is to learn from the current activities. This has to be with
ways the project or program itself can be improved (the feedback loop into the
“Needs'Hypothes s/Accomplishments’  section. This find and most important stage in the
evauaion process incorporates dl the data and findings from the evauation activities to serve
the program. Therefore, evaduation and program staff must assgn adequate time and efforts to
reflect upon the evaduation process and findings and discuss ways to make these findings
beneficid for future program implementation.

How:

Building upon the results of data andyss and any reports prepared, those familiar with the
project data should provide their reflections about what the data means and ways it can be used.
Specific ideas may be generated about needs and gaps in sarvices. These discussons may
suggest directions for the future, identify program modifications, and enhancements of efforts,
and regffirm what is going well.

As the materids are reviewed, it is dso hdpful to reflect and revise some of the evauation
processes.  Review the ways that the individua events in the program as a whole are proceeding
and make modifications so that accomplishments included in Step 1 are more likely to be met.
The integration of the outcome and process measures (Steps 6 and 7) heps identify ways of
improving the individud and globd drategies so that the desired accomplishments can indeed be
better met.

Tips
C Strive for interaction and interplay between the program and evaluation.
C Retain the integrity and vaue of the evduation plan.
C Remember that you don't have to reinvent the whed.




I ssuesfor evaluation and program teamsto reflect upon

What did we learn?

What additional infor mation do we need?

What was confusing or contradictory?

What aretheimplicationsfor the program?

What aretheimplicationsfor the evaluation design?
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