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Foreword

W hen I wrote What, Me Evaluate? for the National Crime Prevention Council in
1986, it was clear that for many programs, evaluation was a terrifying and nearly
impenetrable concept. Whas, Me Evaluate?, according to its fans, may have helped reduce
the terror and penetrate the barriers to appreciating and using basic evaluation strategies.
Not a best-seller, the book reflected crime prevention in its relative infancy.

As the increasing success of comprehensive, strategically grounded crime preven-
tion efforts emerged in the late 1980s and grew during the 1990s, it became clear that
communities wanted to assess progress and result, but that many were at a loss about how
to frame the evaluation task, how to identify and work with an evaluator who could help
them, and ways to use the results effectively. You in the field have asked us repeatedly
for an updated evaluation document to meet these challenges. This guide is our response.

This guide has been developed to meet the needs of these communities. It provides
a framework for defining and demystifying evaluation basics, identifying evaluation
needs and interests, a method of using this information and other key data to select and
work with an evaluator, and an inventory of ways to use evaluation results to commu-
nicate program results to all concerned parties and to improve program performance.

As usual with NCPC publications, this guide is the result of the work of a team.
Barbara Copple, a consultant, took on the daunting task of framing and drafting this
work and reworking it in a second draft. Jean O’'Neil, NCPC’s Director of Research
and Policy, provided extensive conceptual and editorial direction, sharpening and syn-
thensizing concepts, managing the review process, and negotiating changes and enhance-
ments in the final text. Robert H. (Bob) Brown and Robert Kirchner of the Bureau of
Justice Assistance (BJA), Office of Justice Programs, U.S. Department of Justice went far
beyond the role of funder to provide insightful comments that contributed significantly
to the final utility of the guide. BJA as the funder for the development of this book carries
on its exemplary record of helping local programs and state criminal justice agencies to
promote, teach, and use sound evaluation techniques. We always get people in the field
to review our work as a road test before publishing, so our hearty thanks go to Mike
Walker of Cleveland, Ohio, Tracy Johnson of Martin Luther King, jr. Community
Services of Illinois, Freeport, lllinois, Elizabeth Chamberlain of the Center for Preven-
tion Research and Development, Urbana, lllinois, and Patsy Thomas of Fort Worth,
Texas, for their thoughtful reviews that helped us reflect the needs and interests of the
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FOREWORD

guide’s prospective users. NCPC’s Judy Kirby, Managing Editor, and Penny Russell, Admin-
istrative Assistant, provided enormous support in polishing the product and moving it to
production.

Evaluation can indeed be one of the best friends your program has. We hope this
guide will help you gain all, or at least most, of its benefits.

October 1998

John A, Calhoun
Executive Director
National Crime Prevention Council
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INTRODUCTION

The What and
Why of Evaluation

A 75-year-old woman rose to her feet at a town meeting in a Midwestern city to offer a

suggestion on how community leaders might discourage the open-air drug markets in
her neighborhood. In the front of the room were the chief of police, the county sheriff, the
county prosecutor, and the assistant city manager. As the woman made ber way to the micro-
phone, attendees grew quiet and prepared to listen. “You know,” she said, “if you add one more
street light per block, you might just get rid of these thugs selling drugs in my neighborhood.
They're like rats. They prefer the dark.” The moderator chuckled as if that were the dumbest
idea he had ever heard. The assistant city manager, however, said, “Why not? Lets try it!”

The city manager’s office and the police department designated the 16-block neigh-
borhood area as a test zone. The outcome they were seeking was a safer and less crime-plagued
neighborhood with fewer drug sales. They examined crime statistics for the 16-block area
for each of the five prior years to establish a baseline. They gathered data on reported van-
dalism, burglary, rape, aggravated assault, drug-related arrests, homicides. They tallied the
areas of known drug trafficking. After two months of meetings among city officials, the local
utility company, neighbors, and the police, the street lights went up. Using Community
Development Grant Block money designated in the city budget for street lights in high
crime areas, each street received an additional three lights. The environment was now
changed. After three months and after a year, there were significant decreases in all monitored
crimes for the 16-block area, compared with similar time periods over the past five years. A
tally showed open air drug markets had dropped from nine to two. The desired outcomes were
achieved.

Were the street lights the only reason for achieving the desired outcomes? Perhaps
not. Yet a citizen with a simple idea advanced her position, and the key community lead-
ers listened. A problem was identified and verified. An intervention (the addition of the
street lights) was designed and implemented. A similar area not receiving more lights was
identified and baseline data were gathered. After an appropriate time period, the data
were examined again. The results showed significant improvement. Crimes and drug
markets were reduced in the lighted area compared with the similar unimproved area.

This is an example of how citizens, community leaders, and evaluators working
together can create and measure change. With sound technique and measurable results
the community solved a problem and could demonstrate that the solution was effec-
tive. Evaluation was a vital part of the efforr.



vi INTRODUCTION
|

A city of 176,000 had experienced increased youth violence and deterioration in key neigh-
borhoods. There were signs of gang presence as well. The mayor and other civic leaders were
distressed at the trends and determined to reverse them. Taking a cue from other communities’
experience, they formed a comprehensive task force that involved grassroots and citywide leaders,
government departments ranging from parks to sanitation to health to code enforcement, youth,
business leaders, youth-serving and social service agencies, faith community leaders, and school offs-
cials. This group started to develop a vision for their city and a set of goals and objectives to make
that vision a reality.

Some naysayers scoffed at the effort, insisting it would produce “just another report” yield-
ing a few programs with no real impact. To ensure against such an outcome, the task force emphat-
ically built evaluation into its plans, specifying how each objective would be measured (including
interim benchmarks) and what levels of accomplishment would spell success for each of the activi-
ties and objectives they had agreed upon. For example, neighborhood organizing as a goal was
matched with benchmarks that within six months, at least half of the thirty neighborhood associ-
ations would have met at least three times with reports to the task force on neighborhood needs.
Within a year, every association would have provided such reports. Closing drug markets was a
major goal. The objective of closing crack houses included targets that by the end of the first year,
at least 250 of these houses would not only be closed but be in the process of being converted to
low-cost, owner-occupied housing or office space. When the task force sought a formal contract for
an evaluation, it could already spell out the kinds of measures it wanted assessed and the kinds of
data it knew were available.

This example applies evaluation to inform and strengthen a comprehensive,
community-wide anti-crime effort. It demonstrates that evaluation considered up front helps
improves the entire planning process by making goals and objectives more explicit and
identifying key measures of success right from the start.

' In both of these examples, evaluation—an intentional commitment to measure pro-
gram actions, results, and impacts—played a key role in justifying expenditure of effort and
funds, and in reducing crime. )

Evaluation can benefit local initiatives in many ways—documenting process, assessing
outcomes, examining impact. It is a tool for analyzing programs and building better ones. It
is a means of identifying and celebrating progress and recognizing challenges to be overcome.

From many, the very term “evaluation” invokes fear—or at least stress. Evaluation
does require planning and rigor, but if done properly, the rewards far outweigh the invest-

-ment. Evaluations at their roots measure one or more basic questions.

Process evaluation answers questions like:

® How did the program actually work?

® What consequences did variations seem to have?

8@ Whom did the program reach and how did that group compare with its intended
target?

Outcome evaluation answers questions like:

8 Did the program deliver the kinds and amounts of services intended?
® Did it reach the type(s) of clients or targets planned?

® What products did the program produce?

B Were there changes in participants’ skills or knowledge or attitudes?

Impact evaluation answers questions like:

® Did program participants change their behavior because of the program?
B Are specific targeted problems reduced or prevented?
® Have stated goals been achieved?
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® How Does How Are We Doing Help?

This guide seeks to help communities reap the benefits of evaluation in their crime preven-
tion work by planning and executing evaluations that meet their needs. Intended for com-
munity-wide efforts, it may be applied neighborhood by neighborhood. Its workbook-style
format is designed to help users systematically organize their key thoughts on evaluation
® needs.
It is based on a relatively straightforward model of program evaluation, which envisions
a program’s development and operation pattern as shown in the diagram below.

Program
® Problem/Approach Input Treatment Outcome Impact
Problem and Money Applies resources Knowledge  Appropriate
proposed to clients/targets change in problem
action (plus Time according to Products or situation
reasons action specified method
® is believed Goods and Actions
appropriate) services
Target
audience or
clients
[

A useful evaluation must meet needs of all stakeholders—those funding the program,
managing the program, and participating in the program.

» Using This Handbook

There are numerous books—many quite good—that describe evaluation, explain its theory,
teach its techniques, and document its application. Yet community-level programs, including
those run by local governments, continue to struggle with how they can get a fair, useful eval-
uation that is within their means but meet their needs.
b This guide is designed to make that task easier. It provides a framework that a com-
munity group can use in identifying its evaluation interests, developing an agreement with an
evaluator about key work to be done, and playing an active role with the evaluator in devel-
oping and managing the detailed evaluation design and plan.

Part I of the guide reviews some basic evaluation terms, lays out benefits of evaluation,
demystifies the concept of evaluation as a process, shows how evaluation links with program
planning, and describes how to develop a request for proposals and select an evaluator.

The second parr lays out the kinds of evaluation approaches, the kinds of measure-
ments, and the kinds of tools that you and your evaluator might use jointly to develop a
detailed evaluation work plan.

The third part talks about what to do once you've gotten the data and the report. It
)  describes ways to structure a communications effort focused on evaluation results, how to dis-

play and present for easy analysis the key data to be shared, and how to use the data in a num-
ber of other ways to support and strengthen your program.

The final part provides an extended list of specific evaluation references and resources
that are suitable both for beginners and for more advanced students. Appendices provide sur-
vey examples and techniques as well as other useful but more detailed tools.
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The key to using this handbook wisely is using it zwice for every program—perhaps
even more than twice. The first time through you (and perhaps one or two other key peo-
ple) should be answering questions on the worksheets to the best of your ability or belief
about stakeholders, about key program goals and objectives and how they might be mea-
sured, and about how you want to reach people and whom you want to reach with what
information. After you've done this, come back to the front of the book, look at how your
comments throughout the worksheets jibe with your work plan and whether your observa-
tions and your work plan fit with a logic model of what your program is trying to do.

Having undertaken this review, you're then ready to develop a request for proposals to
secure the services of an evaluator well qualified to help find out whether your program has
done what it set out to do and whether it’s done it the way you intended.

The apparent conundrum here is a real one. In order to best make use of an evalua-
tor’s services, you need to evaluate what it is that you want to know. In some cases, pro-
grams fortunate enough to have the services of an outside evaluator from the very begin-
ning get input from the evaluator in how to design and develop measurable goals and
objectives and how to include evaluation criteria. If this is your situation, you will gain even
more from the evaluation itself. Many program operators however, find themselves in a sit-
uation where evaluation, even if begun early in the program, starts after the program has been
defined and started on its way. This guide can help those in this situation to organize what
they already know or believe and what factors, situations, or measures they already see as
important, providing a base upon which to make some intelligent determinations abour what
the evaluator should be asked and what should be expected from an evaluator.

This guide assumes that users are familiar with program management and have some
basic grounding in evaluation. The text recaps measurements, concepts, and issues that
relate to the validity and usefulness of an evaluation design, both to refresh memories and
to assist program managers in presenting information to the many stakeholders with whom
they must deal.

evaluation targets and measures, but also to

The following books may be of special interest to those seeking
to refresh their recollections about evaluation techniques and
strategies in more detail. Also please see the references section

N ' A This guide can help not only to identify

identify the kinds of evaluation that are most
important given the stage in which the pro-
gram currently exists and its likely future. For
many programs, the very high cost of an

at the end of the guide for further resources to explore evalua- impact evaluation may be out of reach (or

tion practice and theory. nearly so) financially. An outcome evaluation

coupled with process information may meet

New Approaches to Evaluating Community Initiatives the majority of needs of a majority of audi-

Current United Way Approaches to Measuring Program
Outcomes and Community Change

Evaluation Research

ences.

Yet another way in which the guide can
help is to identify ways to bring community
members, representatives of the other agencies,
and other actors and stakeholders into the

Handbook of Practical Program Evaluation evaluation process so that they see its value. If

the program plan does not have evaluation cri-

See Resource section for details. teria already attached to it, a coalition or com-

munity-wide consortium could tackle this task
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in small groups, helping to identify the things they think most important to measure and
ways they believe those measurements can be achieved. This process is a remarkably strong
way to invest people in understanding that evaluation can help them understand what has
happened compared with what they wanted to happen and whether the program actually can
take credit for changing conditions that changed. This makes evaluation a reinforcing agent
in the community building process.

A reminder—you’ll need to go through this book at least twice, including the section
on communication. As you review how you might want to communicate evaluation results
you will find yourself thinking of results that you want to communicate. As you examine
the kinds of measures and different frameworks for evaluation design, you'll find yourself
thinking about how each of those might fit your program. If yours is a community-wide pro-
gram or one that represents the consortium of groups or a framework in which many activi-
ties are being carried out, we strongly encourage you to reap the benefits of employing a
professional evaluator who can bring insight and objectivity to the process and is experienced
in unraveling the complexities of these relationships and programs. The evaluaror can help to
paint a useful and comprehensible picture for everyone involved. Chapter 2 suggests ways
that you may be able to reduce costs of hiring an evaluator and ways to tap local ralent at
little or modest cost (or even at no cost).

' Evaluation can meet funder and policy maker needs, but it is more important to com-
munities as a management tool to help improve results—to assist communities everywhere in
reducing and preventing violence, drugs, and other crime.






his part of the handbook helps you review the kinds of

benefits you want from evaluation and the kinds of work

that you will need to do to reap those benefits. It describes
the process and outlines the way to use this book to help you get the
most out of your evaluation resources.

It also explores ways to present a request for proposals to an
evaluator and identifies methods to use in sorting through responses
so that your selection of an evaluator will most closely match your i
needs. 3







CHAPTER

Evaluation: Friend or Foe
of Community-based
Collaborative Programs?

E fforts to evaluate community collaboration and crime prevention are relatively new.
Many researchers continue to use evaluation models from the criminal justice and
public health fields. These models, at times, do not recognize or capture the results of
collaborative behavior, the benefits and leveraging that takes place in partnerships, and
the advantages (and pitfalls) of taking a comprehensive, strategic approach to the issue of
crime and its causes. Older models may not capture the unexpected results of collabo-
ration or the subtle byproducts that enrich the communiry.

Newer frameworks for evaluation and planning work hard to capture the essence
of collaborative and comprehensive efforts. They are based on capturing changes in inter-
actions among people and in how people perceive the quality of their community’s life
rather than simply on crimes reported to police. In addition, the growth of program eval-
uation, which is the focus of this handbook, has moved significantly forward as a tool for
helping managers and funders and community members assess whether their actions
are producing sufficiently desirable results.

Program evaluation differs sharply from research-style evaluations that use “scien-
tific” hypothesis testing and control-experimental designs. Program evaluation is used to
inform decision makers, clarify options, reduce uncertainties, and provide feedback to
decision makers and stakeholders about the program being evaluated. It is, therefore
more decision-oriented' than research-oriented. It focuses more on what is intended and
what is accomplished than on control groups and experimental or quasi-experimental
treatment groups. It is intended to help assess whether both the process and the outcome
have reached or surpassed the desired goals.

Measuring the Work

Measures used in evaluations include process measures, outcome measures, and impact
measures. Process measures are used to track organizational progress (e.g., Has a strategic
plan been developed? Has an evaluator been employed? Have the planned meetings been
held? How many people were served?). Outcome measures reflect the environmental
changes (e.g., the number of street lights installed, the traffic patterns altered, the graf-
fiti removed) and behavioral changes (e.g, increased use of the once drug-infested park,
reduction in criminal assaults, increases by students in using peer mediation) that lead ro

3

Evaluation is increas-
ingly necessary to the
success of crime
prevention initiatives.
Done properly, evalua-
tion can be a tool for
sound management, a
platform for building
on success and
correcting failures, and
a means for demon-
strating the effective-
ness of the
community’s invest-
ment. Done poorly, it
disguises results,
confuses cause and
effect, and irritates
everyone involved. The
trick is to do it well
from the start and to
help others appreciate
its benefits.
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impact changes. Impact changes mean that the prevention work performed has an effect on @

the impact measures, sometimes called community indicators (refer to Chapter 4), that have
been selected to gauge the ultimate changes the prevention efforts have generated in the
community.

Is the Effort Worthwhile? YES!

You will discover that evaluation is worth the effort. Evaluation will help you show that
your prevention initiative has achieved goals like these:

® reduces crime

reduces the fear of crime

costs less than the community benefits it engenders
creates a lasting impact upon the community

raises the quality of life throughout the community

is worthy of continued financial and in-kind suppor¢?

Prevention evaluations must measure the effect of crime prevention programs both on
crime rates and on how a community feels about itself.? They also need to assess how resi-
dents use and value their community. Do more people use parks? Have more local busi-
nesses opened? Are new services being offered because the area is or feels safer?

Evaluation does not have to be hard! Broken down into simplified, practical, and logical
steps, evaluation asks some or all of the following series of questions:

® What is the problem? (defined by community indicators, behavioral/attitudinal/
opinion surveys or public perception).

B How does the project intend to address the problem? (goal statements: for example,
“Reduce property crime in the target area by 10 percent by the year 2002).

® What does the project do to resolve the problem? (objectives: for example, “Add
three street lights to each block in the target area by 2001).

B How does the project carry out its objectives to address the problem? (e.g., form
collaborative among the utility company, the city government, the police, etc. to
get the street lights erected).

B What (over time) impact does the prevention project have upon the problem?
(over, for example, three years time, property crime in the target area was reduced by
5 percent).

‘Although lessons can be learned from all evaluators, do not be constrained by the
“tyranny of the model.” Adapt the evaluation design to your own circumstances while
respecting work that has gone before. Adjust, modify, and pursue questions with local eval-
uators to determine what works best for you while providing valid evaluation results.

Notes

1. Shalock, Robert L. OQutcome-Based Fvaluation. New York: Plenum Press. 1995. Page 5.

2. What, Me Evaluate? A Basic Evaluation Guide for Citizen Crime Prevention Programs.
Washington, DC: National Crime Prevention Council. 1986. Page 6.

3. Ibid Page 4.



CHAPTER

Linking Evaluation
to Your Program Plan

Overview

A plan customarily consists of five elements: the vision or mission, goals that point
toward the vision, objectives that generate movement toward each goal, strategies
for implementing each objective, and tactics or action steps for the attainment of each
objective. Some plans are developed through the strategies level before being approved by
the group.

The mission statement outlines the organization’s purpose and task. For example,
B The mission of Citizens Versus Crime is to reduce crime in Stilwell County.

Goals to achieve that mission must be concise; outcome-oriented (such as reducing
vandalism); and inclusive—not limited in the strategies or sectors of the community to
be involved. For example:

8 Reduce the number of crimes in Stilwell County.

B Reduce the number of assaults in Stilwell County.

B Reduce fear among residents of high-crime areas in the county.

B Increase legitimate uses of neighborhood parks in 12 key neighborhoods.

Objectives refer to specific, measurable results of the prevention initiative to meet
each goal. They include key behavioral outcomes, such as change in the frequency and
incidence of crimes; related community outcomes, such as the number of victims; and
key aspects of project process (adoption of a strategic plan, selection of an evaluator, etc.).
Objectives set specified levels of change and dates by which change will occur.

Objectives must be measurable, challenging, important to achieving the overall
mission, and feasible to accomplish.

You should have a number of objectives for each goal. For example, one goal
above is: Decrease the number of reported property crimes in Stilwell County. Objectives
could include:

® By the end of 1998, add three street lights to each block of the high burglary-
rate areas of Stilwell County.

B By January 1, 1999, complete home security surveys for 80 percent of the
homes in Stlwell County.

Evatuation should have
obvious, direct links to
your program plan.
Without a plan in
place, you do not know
what your project is
supposed to do or how
it is going to do it.
Therefore, without a
plan or planning
process, evaluation is
impossible or at least
severely impaired. The
links between your
plan and evaluation are
critical to the success
of your evaluation and
your ability to
document results.
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B By May 1, 1999, produce two editions of community newsletter highlighting
project achievements for residents.

B By May 1, 1999, complete at least four park-focused community events at each
neighborhood park.

When the street lights have been erected, you have produced an outcome. Each of
your objectives should result in an outcome measure. Outcome measures can include reported
behaviors (e.g., park use), attitudes (e.g., levels of fear), and beliefs (e.g, perceived levels of
crime) as measured by surveys and interviews, as well as other kinds of data.

Potential outcomes can be grouped under several different types of tasks:

B Provision of Information
(e.g., the promotion of the adoption and use of effective crime prevention curricula
in schools);

B Enhancement of Skills
(e.g., the provision of skills training to resist peer pressure);

B Provision of Incentives and Disincentives
(e.g., support for increasing fines for landlords of “crack” houses and more frequent
raids on “crack” houses);

B [mprovements in Community Life
(e.g., more people walking at night, businesses staying open longer, greater legitimate
use of neighborhood parks, parents allowing children to play on sidewalks);

B Facilitation of Support From Influential Others
(e.g., providing information in the media about the availability of recreational,
employment, and mentoring programs for youth who are at risk);

8 Change in the Physical Design of the Environment
(e.g., addition of street lights in designated “high crime” neighborhoods);

8 mprovement of Services
(e.g., provision of after-school programs, support groups in schools, re-entry
programs for offenders, etc.);

B Modification of Policies Within all Sectors of the Community
(e.g., adoption of drug-free workplace policies by local businesses, etc.);

B Provision of Public Feedback on Goal Attainment
(e.g., provision of a community “report card” regarding level of property crime and
the trends in the local indicators of property crime); and

B Modification of Broader Policies That Affect the Entire Community.
(e.g., endorsement from school boards and volunteer organizations to partner in

_providing community service experiences for youth).!

Another Outéome Example

You want the city council to establish a drug-free, gun-free zone surrounding all public
parks and open spaces in the city. This is your objective.
Staff and volunteers research:

B The number of drug and weapons violations/arrests within 1,000 feet of known city
parks and open spaces for each of the past five years.

B Any pertinent existing ordinances or statutes regarding drug sales and use as well as
weapons possession and use within 1,000 feet of public parks and open space.

B Which members of the city council would be likely to support the creation of a
drug-free, gun-free zone within 1,000 feet of public parks and open space.
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® Which city council members will likely present concerns and objections to increased

limitations and sanctions.

® Which influential and/or partner organizations in the city would lend support to the
creation of drug-free, gun-free zones surrounding parks and other open space (e.g.,
District Attorney’s Office, U. S. Attorney’s Office, Anti-Violence Task Force, etc.).

As important as each of these steps are, they represent process events. The outcome event
is that on a specific date, say, October 2, 1999, the city council adopted an ordinance creating
drug-free, gun-free zones within 1,000 feet of all city parks and open spaces.’

The evaluator should document when ouzcomes are achieved. They can be graphed
each month (or other suitable intervals) for review at project board meetings and meetings

with potential project funders.

Staff and volunteers, by reviewing achievements, get a clearer sense of project progress,

essential for morale and motivation.

For each objective and for each action step, there should be measurable events
that can identify whether the step or objective is moving the initiative toward the
desired outcome. Here is how Baltimore’s Comprehensive Communities Program set forth

measurements:
Objective Tasks Activities Events
Develop and implement 6-part Maximize Conduct ongoing Qutreach plan completed, includ-
comprehensive community accountability outreach to community ing identification of “anchor”
based anti-crime strategy in and participa- stakeholders, churches, institutions in community and
core communities to reduce tion of stores, landlords, plan for strengthening links with
incidence of violent crime community including specific community residents
associated with open air drug stakeholders requests for each
markets stakeholder Strategic plan developed for
stores that are experiencing drug
problem
. ] 3 .
Accomplishments Timeline

(Performance Indicators)

How Measured?

(Quarter 1,2,3,4)

Contact (including specific request) made with 65% of
churches in target communities (+2 = 80%, -2 = 40%)

Contact made with 60% of all treatment programs in
area

Contact made with 60% of all stores in area

Contact made with 60% of all schools in area
Participation of 3 churches in One Church One Addict
or other community support for recovery effort

(+2=10, -2 =1)

Implementation of strategic plan for 8 stores that
suffer from drug related activity (@2/core area)

Calendar, copies of letters, log of
contacts, meetings and phone
calls with results

Copy of outreach plan

Names of churches participating
in One Church One Addict or
other community support for
recovery effort

Names and addresses of stores
identified, copy of plans, and
narrative of effectiveness

1-Contacts begin

2-Outreach plan
developed, stores
identified and plan,
list of stakeholders
to contact
developed

3-contacts

4-contacts
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List a few of the outcomes planned in your prevention initiative:

In Part II, you will be looking more closely at process, outome, and impact measures
as tools to use in working with your evaluator to develop a powerful evaluation plan.

Notes

1. Strategizer series. Evaluation of Substance Abuse Coalitions. Alexandria, VA: Community
Anti-Drug Coalitions of America. 1994.
2. Ibid.



CHAPTER

Choosing the
Right Evaluator

y reviewing this handbook on your own first, you and key project staff have gath-
ered some ideas about

B whose evaluation interests need to be considered;

B what those interests are;

B whether your project should be examined from a process outcome or impact
standpoint (or some combination of these);

B what kinds of measure of process, outcome, and impact may be available, desir-
able, and useful; and

® what kinds of audiences there will be for evaluation results and how you want to
communicate them.

Community-based prevention initiatives engage the community in defining the
problem, designing the solutions, and delivering the activities and interventions. Thus,
the evaluator must be able to operate on a level that treats community members as
colleagues, not subjects of an experiment.

In addition, the effectiveness of prevention hinges on the comprehensiveness of the
solution. This means involving many sectors of the community in the prevention effort,
such as businesses, law enforcement, parole and probation, religious organizations,
schools, civic associations, and non-criminal-justice government agencies. Given the
many actors and interests, it can be difficult to track the initiative’s actions and what
effects they are having. An evaluator who understands the complexity of the task and the
richness of rewards in doing it well can be a major asset to the effort. The evaluator needs
to have the flexibility and intellectual curiosity to look toward imaginative ways of
assessing progress and change. Evaluations of effective programs look far beyond crime
reports to such results as these:

In Baltimore, trash has been removed, crack houses have been shut down,
and properties have been put into receivershipto be managed on behalf of neigh-
borhoods. . . . In Columbia, South Carolina, police can now park both their
personal and police cars in public housing developments without fear of vandalism,
and pizza is again being delivered to residents. . . . In East Boston, the head of a

Selecting an evaluator
involves matching your
evaluation needs, your
resources, and your
project’s characteristics
with an evaluator’s
interests, capacities,
experience, and

expense.



10

Name

FRAMING THE WORK AND FINDING THE EVALUATOR

local business association is asking merchants to remove the metal shields over their
doorways and windows . . .!

An evaluator who cannot see beyond mere numbers to more unusual indicators of
changes in neighborhood and community health will not have much success in capturing the
numerous changes generated by comprehensive crime prevention initiatives of the type
increasingly being undertaken by our nation’s communities. One who is sensitive to new ways
of measurement can bring enormous insight to the task. The evaluator should also have the
ability to relate comfortably to people from many different backgrounds.

Reject Cookie-Cutter Proposals °

Make sure the evaluation is tailored to your prevention project. Often a pre-existing evalua-
tion model will not be adequate in evaluating your program. Be sure you prepare a state-
ment that outlines your evaluation needs in detail, perhaps geared to evaluation information
you need and critical areas that must be assessed.

Finding Potential Evaluators

As you seek evaluators, talk with other communities. Explore demonstration programs and
find out who conducted evaluations of initiatives similar to yours. Talk with both criminol-
ogists and evaluators at area colleges and universities about their experience and colleagues
they know who have relevant experience.

Use the following work space to list potential evaluators:

- AgencylInstitution Contact Person Cost/Bid

Developing a Request for Proposals

Prepare a package that states the evaluation goals and needs that your project must meet.
Describe your community and the key stakeholders. Outline the levels and kinds of data that
you anticipate collecting as part of the initiative. Name the kinds of outcome and impact
measures your initiative has chosén. Every evaluator should have the same information. Use
the forms in this handbook to keep track of key points to include in your request for evalu-
ation proposals.

Selecting an evaluator is best done by preparing a request for proposals (REP). Even if
you have an evaluator in mind, formalizing this process helps clarify expectations, identify
essentials, and establish the terms of the working relationship.

An RFP needs to state what you want done. It can do so in terms of results you desire
or the specific processes you wish to have used. It can identify priorities and ask how the eval-
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uator would meet them within a specified budget, or it can ask for specific pieces on several
major areas of evaluation.

The RFP needs to be clear about describing your group or organization, the project’s
scope and purpose, and the time constraints under which the evaluator must work. Some-
times it is helpful to distribute a basic RFP widely and offer a supplemental packet to those
interested.

The responding evaluators should be asked to provide a statement of qualifications and
experience, along with specific references for similar work.

Obviously, a deadline for submissions needs to be set—usually 30 to 60 days after the
RFP has been sent out. Once all proposals are received, your group must rate them. It’s an
excellent idea to form a subcommittee for this purpose to gain a variety of impressions and
assessments. Sometimes it is possible to narrow the applicants down quickly to three or fewer.
It is highly advisable to arrange interviews with finalists, in person if possible and by confer-
ence call if necessary. Your subcommittee should review in advance key questions to ask
each group.

Once you have completed the interviews, examine proposed costs and products versus
your needs and budgers. Assess the evaluator’s fit with your program in terms of experience,
approach, and attitude. The checklist below can help highlight key aspects of the evaluator’s
fic with your group.

Recognize that evaluators’ cost estimates or bids will be based on your description of the
effort. You may wanc to ask for separate bids for different parts of the proposal, dividing
your needs into essential or core evaluation requirements and one or two levels of highly
desirable and useful measures, so that you can determine from each evaluator what your
project can afford.

Rank each potential evaluator according to the following:

Not ar All

1. Team is one whose judgment you trust.

2. Team is sensitive—members talk with, not down to, the community.

3. Team is supportive—able to help with strategic planning, project
implementation, grant writing, and other support needs.

4. Team is willing to meet with you monthly or at least frequently enough
to meet with the decision-making and project management teams.

5. Team is insistent that they render technical assistance, not just a
[summative] judgmeént regarding your project.

o o o o g-
O O o oo O

O O o 0O 0w

O o o o -

11

Extremely

O O 0O d 0w
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Are you satisfied that the selected evaluator:

Yes

O 000 oOoOoo

L

O 000 O00O0Ozs

[

Knows the community?
Will be accepted by the community and other stakeholders?
Has familiarity with prevention theories and constructs?

Has familiarity with each of the evaluation interests you have listed for
your stakeholders?

Makes itself constantly accessible to the program operarors?
Has input in the design of the program?

Views regular and constant feedback to be essential? Such feedback
should be given as technical assistance to the project.

Proposes useful data that lends itself to ongoing project adjustments,
data to generate support and provide a competitive edge in funding
efforts, and data needed to meet the evaluation interests you have listed
for all groups interested in your project??

Can present results in policy- and program-useful ways?

Does the proposed evaluation design:

5

U 00 0 0o o ooo o g
0 oo 0o oo o gogoo o gs

Support improvement of the initiative, not simply pass judgment on its
success or failure?

Empower community prevention initiatives to further develop and
renew themselves?

Begin carly and integrate itself into the project’s developmental process?
Create a participatory and a collaborative process?

Monitor systems that can help community leadership establish and
maintain effective functioning of the initiative?

Provide evaluation data to your project at frequent and regular inter-
vals, especially in the developmental stage of the project?

Provide a clear road map to an achievable destination?

Present information that helps discover whether the initiative’s efforts are
actually effective?

Help direct the project’s attention to the variables or interventions that
actually might make a long-term difference?

Recognize thart behavioral change is often slow and difficule?

Communicate results openly and frequently to all community leader-
ship, project participants, project operators, and funders?

Provide useful information for attracting and maintaining support and
resources for the initiative?
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Yes No

[] [ Include collection of several different types of information to measure
progress and change?

1 O Help hold the project accountable for productiviry?’

Negotiate with potential evaluators who are willing to be realistic regarding your
initiative’s capacities and resources. Try to find an evaluation candidate who will ask how
much you can spend on evaluation, then work with you to fashion their efforts to cover the
most pressing needs while staying within your budget.

If you simply cannot afford any outside help with evaluation, be realistic about the
types and frequencies of the measures you can ascertain. Most “do it yourself” evaluation
efforts are able to measure process fairly well. Outcomes, on the other hand, require careful
long-term tracking in many instances and usually are subject to many influences beyond
those provided by your project. Objectivity of your outcome measures is more difficult to
maintain withour an independent evaluator involved.

In addition to these insights, you will need to consider how much money you have
available, at what stage your program is currently, and your time lines for the program and its
evaluation.

Summarize and Prioritize

Review your notes from a first trip through this book. Look for patterns of interests. For
instance, nine of your 20 stakeholders may be interested whether the initiative was successful
in stabilizing and strengthening neighborhood-level associations. Five stakeholders may want
to know whether at-risk youth and their families received help. Two funders may require chat
you document that all services were delivered as promised. List your priorities and needs for
evaluation on the worksheet below.

Subject Types of Evaluation Measures
Services delivered Process Staff logs
(Goal I, Objective 3) Client forms

Program attendance lists

Neighborhood associations Outcome Organizational structure
strengthened Activities
(Goal 1V, Objectives 1, 2, 5) Recognition/public perception

As you develop priorities, you will be identifying some of the capacities and experiences
you will want to seek in an evaluator. You will also be developing some thoughts on how
resources need to be allocated within the evaluation workplan.

A Case Study

Let’s take another look at the street light example as a convenient way to illustrate the basic
g p y

process of developing an evaluation plan and how your evaluator might help strengthen

your program and your ability to identify and repor resulss.
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1. Assessment (What are the problems locally?)

The police department identified a 16-block area as a defined “high crime area” based upon
statistics (indicator data) showing higher reported crimes against persons, higher drug traf-
ficking and dealing, and higher property crimes than in comparable other areas of the ciry.
The indicators used included burglaries, assaults, rapes, homicides, drug-related arrests, and
robberies. An elderly resident of the neighborhood also identified those crimes as a problem
during a town meeting (public perception). Her comments were strongly endorsed by other
residents at the meeting. Using those two assessments in tandem, city officials deemed the
neighborhood in need of attention.

Your evaluator might suggest a comparison of trend data in the high crime area with a
similar area in another part of town. The evaluator might also propose gathering data via trained
observers abour who uses the area and how ofien in the twilight and evening hours. The evalu-
ator might also propose a survey of residents and businesses in the high crime area to determine their
experiences with and feelings about crime and safety in the neighborhood.

2. Expected Outcomes (What changes will you produce?)

The same resident offered a solution: the addition of street lights on each block of the neigh-
borhood. This became the objective of city officials (the desired outcome). (Note: This
outcome is a change in environment; fone could also measure changes in behaviors, attitudes,
and beliefs.)

Your evaluator might suggest that your program should examine some other outcomes,
including involvement of local associations and other groups in the decisions and changes in uses
of public space (not a direct crime measure) such as parents taking children for evening walks where
none had done so before or older people sisting ourside on their front lawns where Jfew had previ-

ously done so.
3. Process (Did your program work as planned?)

B Assigning a budget figure to the addition of each street light;

B Examining the Community Development Block Grant monies to be sure there were
adequate funds for additional street lighting; and

® Meetings among the city officials, the police, and the local utility company to plan
the timing and logistics of adding street lights.

Your evaluator could propose an assessment of how effectively resident concerns abour light
placement were taken into account, how grant monies or other funds were used to complement
the lighting program, and how effectively local officials worked together given the focused (16-block

square) nature of the project area.

4. Outcomes

This question looks at the “what happened” of the program. In this example, were the lights
installed promptly? Were they placed appropriately? Did placement cause other problems
(e.g., lights shining into someone’s bedroom)?

Your evaluator might suggest looking at conditions in the similar area you identified in
Step One to see what changes have taken place there, examining conditions in the project area to
see what other things took place (perhaps the recreation department ran a major summer evening
program that drew large numbers of residents to the parks). Perhaps it was an unusually rainy
autumn, and people stayed inside in the evening because they wanted to stay dry.
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5. Impact (Did it solve or reduce the problem?)

The police department had tracked the rates and numbers of burglaries, assaults, rapes, homi-
cides, robberies, and drug-related arrests within the 16-block area for the past five years. They
continued to track the same crimes for three months, a year, three years, and five years
following the addition of the street lights. The data showed that until the street lights were
added, the rates of each crime had been on the rise (upward trend) and at a greater rate than
similar neighborhoods. When the data were analyzed for each year following the addition
of the street lights, the rates for each crime declined (downward trend) even though crime
dropped only slightly in other parts of the city. The impact of the addition of street lights
was the reduction in the rates of burglaries, assaults, rapes, homicides, drug-related arrests,
and robberies within the 16-block target zone.

Your evaluator might propose examining the same statistics for the comparison area and
conducting the same survey that you conducted to assess the situation at the start of the program.
The evaluator might also propose some “key informant” interviews of leaders among the residents
and of public officials to gain their perceptions of whether the area has improved. Interviewers
might also ask these officials if they saw other major effects.

6. Reporting

Your program staff should be sure to share these findings with police, residents, community
leaders, funders, and news media as well as through other communications channels. Graphs
identifying rates for the neighborhood versus the city as a whole or similar neighborhoods
before and after the installation of additional street lights would help to convey the news
vividly and concisely. -

Your evaluator might propose developing some comparison bar graphs showing “before and
after” levels of crime and of fear, as well as preparing a convenient one- to two-page summary to
accompany the more detailed report. The evaluator might also suggest ways to tie in findings of
other changes that the lighting project may have brought about.

Notes

1. Kelling, George, Mona R. Hochberg, Sandra Lee Kaminska, Anna Marie Rocheleau, Dennis
P. Rosenbaum, Jeffrey A. Roth, and Wesley G. Skogan. The Bureau of Justice Assistance Comprehensive
Communities Program: A Preliminary Report. Washington, DC: National Institute of Justice, Office
of Justice Programs, U.S. Department of Justice. 1998. (NCJ 171132)

2. Work Group Evaluation Handbook: Evaluating and Supporting Community Initiatives for
Health and Development. Lawrence, Kansas: University of Kansas. 1994. Page 5.

3. Ibid. Pages 3-6.
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his part of the handbook presents worksheets to help you

identify your program’s evaluation interests and objectives. Co T

It is designed to familiarize you with the kinds of measure- o
ments and tools that will likely be proposed by your evaluator, as -
well as to help you determine what the most urgent needs are for
that evaluator to meet. !

It includes identifying stakeholders in your project as well as i
their interests in the evaluation; examining process, outcome, and
impact measures that can help document program activities and
their results; and using surveys and other tools to develop assess- ‘
ments and gather both baseline and post-program measurements to ‘,
help determine outcomes in terms of knowledge and attitude
changes, especially. Because the health of the collaboration or coali-
tion itself may be an important barometer of the program’s impact
on the community, this part of the handbook also presents ideas on
ways to measure these kinds of changes. ;

Remember that after you have reviewed and commented on
these sections, you will want 