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ABSTRACT 

Program evaiuation is readily accepted as .a part of good 
management. But managers have found that good evaluation is not 
easy to come by. 

Management· Oriented Corrections Evaluation Guideline$ is a 
"how·to" manual that deals specifically with a management aporoach 
to evaluation. It was written as a reference manual for corr~ctions 
administrators and evaluators who participated in a series of two-and· 
one' half day workshops in "Management-Oriented Corrections Eval· 
uation." 

The success of these workshops and the usefulness of the 
guidelines on which· they were based has Odemonstrated that 
evaluation can be an effective instrument for managing and improving 
the correctional subsystem of criminal justice. 

The guidelines describe a generic evaluation process that can be 
easily adapted to a wide variety of corrections programs. They are a 
useful resource for corrections administrators and evaluators alike. 
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PREFACE 

In recenf years the pressure for evaluation has increased at all levels 
of the corrections field. In response to this pressure) the Law 
Enforcement Assistance Administration in 1973 set up an Evaluation 
Policy Task Force that examined the evaluation question and 
recommended a program designed to: 
1) . Increase knowledge about the effectiveness of criminal justice 

programs and practices . 
2) Build evaluative information into program management 
3} Develop f?valuation capability in criminal justice agencies at the 

state, county, and municipal levels; 
LEAA accepted the recommendati.ons and established an evaluation 
program in its National Institute of Law Enforcement and CrinWhal 
Justke (NILECJ). 

One of the many projects sponsored by this program was Stuart 
'Adams' review oHhe: state of the art of evaluation in the corrections 
field.* Adams found that correctional i\<;lministl'ators often find 
research and evaluation not useful. Some f"easons for this are: 

• The field of corrediona,1 research is relatively undeveloped. 
Researchers in the correctional field have yet to design 
evaluation methods and systems that are appropriate and 
responsive to the practical operational questions, information 
needs, and decisionmaking requirements of correctional 
administrators. . 

• There is little systematic communication between correctional 
administrators, on the one hand, and correctional researchers 
and evaluators; on the other, about the role; function, and utility 
of research and evaluation in the correctional setting . 

• Correctional administrators often do not fu\lyunderstand 
evaluation or appreciate how it can be and ought to be an integral 
part of effective management and decisionmaking. ' 

NILECJ decided to do sQmething about this problem. In 1975, the 
National Institute awarded a grant to the Center for Human Services 

. (CHS) to: 

~c, * Adams, Stuart, Eualuatiue Research in Corrections: A Practical Guide. 
" Wa!jhington, D.C.: O.S. Government Printing Office, 1975 . 

.. \ 
\' , 

) 

t_ 
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~ Develop guidelines for correctional administrators and 
correetional evaluators on how to make evaluation firmly and 
directly responsive to the normal and -pressing needs of the 
correctional administrator . 

• Bring both correctional administrators and their in-house 
: evaluators together in two-and-one-half~day workshops to 

present them with these guidelines . 
• Follow up the workshops with a Iimjted amount of additional 

training for administrators and evaluators who decided that the 
guidelines would be useful and applicable to their back-home 
situations. 

The Center for Human Services and its affiliate, University 
Research Corporation, have traIned hundreds of administrators, 
program officers, and evaluators in· how to design and conduct 
management-oriented evaluation, principally under contracts to the 
U.S. Department of Housing and Urban Development and the U.S; 
Department of Health, Education, and Welfare. The. evaluation 
process has been applied to a variety of fields at local, state, regional, 
national, and international levels. NILECJ expected CHS to adapt its 
management-oriented evaluation process to the corrections field and 
to deliver 10 Regional workshops for UP to 500 correctional 
ac;lministrators and in-house evaluators. CHS undertook the project 
u\":;i:!r the direction of Dr. Geoffrey Wood. A panel of correctional 
research experts-Stuart Adams, Donald GoUfredson, Paul Kusuda, 
Nathan Mandel, Arthur Pearl, and Laurel Rans-was recruited to give 
guidance to CHS in its adaptation of the evaluation proceSl? and 
design of the- workshops. 

The author was responsible for adapting and writing the evaluation 
guidelines. A core training team composed of Dr. Wood, Ms. Margaret 
Neuse, Dr. Alvin Cohn, and Ms. Laurel Rans de1leloped the 
workshops and conducted the training. ~. 

By the end of the grant period in 1977, over 750 correctional 
administrators and evaluators had been trained in the evaluation 
process. The positive response to the training and the continued 
interest in the refinements thpt were made in the guidelines led to this . , \~-
reVISlon,- :~~_. 

This document describes a generic approach to evaluation that can 
be used by administrators and evaluators alike. It is written principally 
for corrections personnel, but it can be, and has been, used by other 
criminal justice personnel as well. The document is intended to be a 
reference work that describes the steps in designing and conducting 
an evaluation in a "how-to~do-it" format. But besides procedures, 

viii __________ _ 



worksheets, and descriptions 9f .steps to take, there are also 
discussions of key concepts, examples, and illustrations. 

Over the years, many people have contributed to the development 
and refinement of the concepts and procedures that make up these 
guidelines. We are particularly grateful to our colleagues at the 
National Institute of Law Enforcement and Criminal Justice-Fred 
Becker, Bob Burkhart, Paul Lineberry, Lois franco, and Linda 
Grossman. Stuart Adams, Laurel Rans, and Paul Kusuda, three of our 
advisors, were also very helpful. At CHS, special thanks are due to 
Margaret Neuse for her many suggestions for improving the 
guideHnes, to Paul Mathless for editing the text, and to Vennette. 
Fuerth and Marta Kelsey, who have provided invaluable support 
throughout the project. We also want to acknowledge the 
contributions of the many workshop participants whose comments, 
suggestions, and criticisms have been invaluable. 
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Jack Reynolds, Ph.D. 
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I. INTRODUCTION 
What Is Evaluation? 

Academicians and evqluators enjoy arguing over the definition of 
evaluation. Like many other basic concepts, evaluation is one th'at 
everyone seems to understand until they begin to define it. 

Most definitions se~m to look at evaluation from one or more of 
three perspectives: 

• As a process 

$ As a pr.oduct 

• In, terms of its 
purpose 

How evaluation is done; the steps and 
procedures involved in designing and 
conducting an evaluation 
The results, findings, or judgments chat 
are made as a result of ,doing an 
evaluation 
The end use of evaluation-for example, 
for planning, policy·making, or decisionc 

making. 

Our view is that evaluation is a process that results in a product that 
has a purpose. That process is what will be described in this manual. It 
consists of a series of steps for determining what will be evaluated, and 
for planning, designing, and conducting an evaluation. 

The evaluation process is essentially the same as the process thatjs 
used in research. Evaluation and research use the same techniques
sampling, data collection, analysis techniques, experimental and non
experimental designs, and so forth, What distinguishes research from 
evaluation is the product. While research is conducted to gain 
knowle,dge, evaluation is conducted to make judgments,. In evaluating 
a 'corrections project, not only do you want to know what it is doing, 
but you also want to make judgments about how well it is ooing it-to 
what extent it is adequate, effective, or efficient. 

The products of. the evaluation process are judgments-value 
judgments. In fact, evaluation is often described as the act of placing a 
value. on something or someone. In this broad sense, we are all 
evaluators. We make judgments every day about the value of different 
things-books, movies, politicians, actors, transportation systems, 
even corrections programs. 

When evaluation is done informally; these judgments are often 
called "subjective." The type ot evaluation treated in this manual is 
more formal. We attempt to employ rational, objective, and precise 
measures to make 'fair or "objective" value judgments about 
programs. 

While judgment may be the principal product, the utility 'of 
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evaluation can go beyond the exercise of judgment. That is where the 
(\ purpose of evaluation comes in. Why is a subject being evaluated? 
\' How will the results be used? We believe that evaluation can be most 

useful when it is designed to provide information needed for 
decisionmaking. 

In the field' of correCtions, evaluation can be used to provide 
information for making political as well as administrative decisions 
about funding projects, modifying services, reorganizing staff, and so 
forth. 

One way to be certain of getting the needed information is to 
identify the decision options and then design the evaluation to help 
decisionmakers choose the best option. For example, evaluation 
results could help a warden decide whether to continue a special 
inmate education program, modify it, or cancel it. When it is related to 
these decision options, evaluation becomes more than a mere 
description of a program or activity, more than a judgment about its 
worth. Linked to decision option:;, the information a!ld judgments 
evaluation produces are more likely to lead to program improvement. 

Therefore, as a management infonnation tool, we define evaluation 
as: 

A process Jor making judgments about selected people, 
objects, and events by comparing them with specified 
value standards for the purpose of deciding among 
alternative courses of action. 

The Guidelines 
To make evaluation work in the way we have described it, 

administrators and evaluators must work together to: 
• Identify priorities and select useful evaluation topics that are 

feasible as well as responsive to decisionmaking needs 
• Design practical evaluation methodologies and procedures 
• Cortduct and manage evaluations effectively and efficiently. 
This manual is written as a guide to help administrators and 

evaluators m~et these requirements. In its simplest form, . the 
evaluation prd:tess described here £an be seen as a three-phase 
process opera\\ing within the political and \managerial context of 
corrections decisionmaking. 

In Phase I, the administ~ator and evaluator work together to 
determine exactly what' needs to be evaluated, for whom, by what co 
date, and for what purpose. Phase I and the phases that follow it 
consist of a series of steps that may be completed in several different ',., 
ways. But when Phase I is completed, a product should emerge-a 
clear definitiori of the evaluation topic. . 
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Phase II is the development of the technical design and the 
management plan for the evaluation. In this phase, the administrator 

, and evaluator follow steps to identify the data that will be needed to 
malte judgments about whatever is being evaluated. They also 
determine how to coiled and process data, and how to schedule, staff, 
and budget the evaluation. 

Phase III is the implementation phase. The steps in this phase deal 
principally with carrying out the technical and management plan and 
producing the results. . 

Once the evaluation is concluded, the findings and judgments are 
communicated to the appropriate decisionmakers, who combir"e 
them with other information and judgments from outside this formal 
evaluation process. Eventually, a decision is made, an option is 
selected, and action is taken. That action may be to reorganize a 
project or distribute funds, or, in some cases, it may even be to plan 
another evaluation study. And the process begins again. 

Figure 1 illustrates this flow and the three phases of the evaluation 
process. 

Figure 1 

THE EVALUATION AND DECISION
MAKING PROCESSES 

PHASE I 

Selecting 
the EvalUation 

Topic 

ACTION 

-,-j 

PHASE II 

Developing 
the Evalua
tion Plan 

PHASE III 

Conducting 
and Managing 
the Evaluation 

OTHER 
INFORMATION (\ 

Figure 2 outlines the steps in each of the three phases. Each of these 
steps is discussed in detail in the following chapters. 
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Figure 2 
PHASES AND STEPS 

IN THE EVALUATION PROCESS 

PHASE 1: SELECTING THE EVALUATION 
TOPIC 
1. Identify the evaluation priorities 

2. Clarify the evaluation subject 

3. Clarify the objectives of the subj2ct 

4. Specify the objective of the evaluation 

5. Ascertain the feasibility of the evaluation 

PHASE 11: DEVELOPING THE EVALUATION 
PLAN 
L Select the study design 

2. Select the evaluation criteria 

3. Select the evaluation standards 

4. Develop the analysis plan 

5. Develop the sampling plan 

6. Develop the data collection plan 

7, Develop. the reporting plan 

8. Develop the managment plan 

PHASE IU: CONDUCTING AND MANAGING 
THE EVALUATION 
1. Make staff assignments for the evaluation '. 

2. Develop the evaluation and management procedures 

3. Pre-test and revise the. evaluation procedures 

4. Collect and analyze the data, and report the results 

.5. Develop strategies for using the evaluation findings 

II. PHASE I: SELECTING THE EVALUATION 
TOPIC ' 

Evaluation is seen as a threatening prospect by some and a golden 
opportunity by others. Different pl:lople want to evaluate different 
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things for different reasons. If an evaluation is going to be useful to 
these different parties, then ther~ must be some meeting of the minds 
before the work begins. As David Twain, et al., stressed: 

There must be some "pay-off" for each of the major participzmts if 
collaboration is to be successful, and these immediate and 
potential benefits must be recognized .at the outset.* 
The steps in Phase I are designed to help the major participants in an 

evaluation-particularly the administrator and the evaluator-select 
evaluation topics that will have a pay-off. Because evaluation interests 
may vary among the participants, you may need to list these varied 
interests and then set some priorities. Once this is done, a specific 
evaluation topic can be clarified as to what is to be evaluated, why, for 
whom, and by when. At the end of this phase, the evaluation topic 
should be phrased in terms of a subject and an objective: 

To provide (whom) with evaluative 
information on . (subject and type evaluation) 
by (date) in ordertq (purpose and decision 
options, ..if applicable). 

Phase I consists of five steps: 1) identifying the evaluation priorities; 
2) clarifying the evaluation subject; ·3) clarifying the objectives of the 
subject; 4) specifying the objective of the evaiuation; and 5) 
ascertaining the feasibility of the evaluation. 

STEP 1: IDENTIFY THE EVALUATION 
PRIORITIES 

1.1 Identify your evaluation interests~Consider and list 
questions to be answered, hypotheses to be tested, 
judgments and decisions to be made, program goals 
and objectives, problem are?s, major issues 

1.2 Rank order these interests according to their utility
consider utility for management, public relations, 
accountability, reputation. .. 

1.3 Negotiate consensus on the order of ranking 
(priorities»):') 

~-------- ~----------------------------~ 

*Twain, David; Harlow, Eleanor; and M~rwin, Donald: Research and}fuman 
Services: A Guide to Collaboration for Program Deue/opmeht, New York: 
Research imd Development Center, Jewish Board of Guardians, September 
1970, p. 23, 
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Each of the major participants can begin by identifying the broad 
areas of interest he/she thinks should be evaluated. You may have 
your own list and separate lists for other interested parties (the public, 
the legislature, the evaluator), or you may combine them into one list. 

In his chapter on "Research Needs and Priorities," Stuart Adams 
identified several sources of evaluation needs. 

One of these is the mission of the agency. Another is 
agency requirements for self-maintenance and self
improvement. Still another is the perceived role of 
corrections in relation to other agencies or systems in the 
community. Finally, there are such matters as 
correctional experience and correctional theory. These 
areas give the administrator his main clue.; as to what 
research is needed and what is likely to yieid practical 
results.* 

Obviously, one of the most important sources of evaluation 
interests should be issues related to the agency's mission: Are agency 
and program goals and objectives being met? Is recidivism being 
reduced? Is security being ma.intained? Are inmates being 
rehabilitated? Other common sources are problem areas: Why is staff 
turnover so high? What are the reasons for disputes among i.~mates? 

These interest areas can be phrased in different ways. 
Administrators often phrase their interests as qcestions they would 
like answered: Is security sufficient? Is recidivism being reduced? 
Evaluators may think in terms of hypotheses to be tested: "Work 
release projects in rural areas are more successful than thos,g in urban 
areas." Both administrators and evaluators may express evaluation 
interests in terms of judgments to be made about effectiveness and 
efficiency: Which is the most cost-effective service-counseling, 
vocational training, or recreation? You may also find evaluation 
interests expressed as decisions to be made: Should the proba.tion 
workload be reduced, maintained, or increased? 

Your interest areas can be identified in any form and phrased in any 
way. You may prefer to list them by yourself, ask for staff suggestions, 
poll your clients, search the literature for ideas, or think them out with 
your coJleagues. Group involvement in this process may be a good 
idea. It can help ensure that the key participants in the evaluation are a 
part of the topic selection process, which can lead to smoother 
relations when the evaluation is designed and conducted. 

*Adams, op~ cit., p. 23. 
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Since you will not be able to evaluate everything at once, you will 
. have to establish some priorities. Adams wrote: 

In principle, research monies should be directed prhnar
ily into projects that the administrator deems important 
... Since all such research needs cannot be met simulta
neously, they must be given a ranking-most important 
first. However, areas of greatest need are not necessarily 
areas of payoff ... Consequently, evaluative studies 
should reflect both perceived needs and perceived pqssi
bilities of achieving practically important results. * 

One way to establish priorities is to rank your list in terms of 
greatest utility. Think of how the results would be used. Can they be 
used to make decisions? If so, that is a higher order of utility than using 
the results to improve judgments. Improving judgments is more useful 
than merely increasing knowledge. Consider positive uses and 
possible misuses in determining your ranking. Be able to explain why 
an area would be useful to evaluate or why it would not be. Here are 
some examples of ways evaluation can be used: 

• Management 
improvement 

• Public relations 

• Ac:;countability 

• Reputation 

Improve planning, operations, manage
ment decisionmaking 

Improve community awareness, increase 
political support, raise central issues for 
p~lbliccon5ideration 

P'fovide required information to su
p;~riors. the legislnture, LEAA 

Enhance the reputation of the program, 
the administrator, the evaluator. 

If you are the only per;ion involved in establishing evaluation 
priorities, then you will have l~lready set your priorities by ranking your 
areas of interest. If more thilln one person or group is involved, then 
you will have to negotiate cdl~sensus on the priorities. There are many 
ways to do so. They all inll/blve cbmmlinicatkm among the parties, 
honesty, candor, and a willihgness to see the other person's point of 
view. One procedure is described below: 

• Compare the Each participant shares his/her list with 
ranked lists the others. 

* Adams, loco cit. 
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• Identify common 
areas of interest 

• Negotiate 
consensus on the 
top items 

. Identify those items that are at the top 
and at the bottom of everyone's list. 

Take the few I items at the top of 
everyone's list and discuss the utilities 
and drawbacks of each, with all 
participants explaining how and why an 
item would be useful or not useful to 
them or their group. Ask the participants 
to reorder the list, if necessary. Close 
with agreement. 

• Negotiate Use the same process as for the top-
consensus on the 'priority items. Co 

bottom items 

• Attempt to Use the same process. 
negotiate 
consensus on the 
remaining items 

Not every item on every list has to be neg,otiated. Since there VJi!! 

probably be more items than you have the time and money to 
'evaluate, one or two top'priority items will usually be enough to begin 
with. 

Throughout' the ~valuation process, there may be several points 
where you will need to negotiate. The procedure just described can be 
used to negotiate consensus each time it is needed. 

STEP 2: CLARIFY THE EVALUATION 
SUBJECT 

2.1 Review the relevant literature, documents, records 
2.2 Identify the object, person, or event to be evaluated 
2.3 Determine the number of subjects to be evaluated 
2.4 Identify any features to be given special emphasis 
2.5 Identify the type of evaluation to be conducted: need, 

design, performance, impact. 

Once an evaluation interest has been selected, many evaluators 
find it helpful to collect and review the relevant literature. For 
example, if the administrator is interested in knowing whether the 
work-release program is meeting its objectives, the evaluator might 

10 
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collect annual reports, minutes of meetings, grant applications, and 
other documents from the files. Inadditioli, he/she might review 
journal articles and books on work-release. This review can help give a 
context to the evaluation that will makf.! it easier to clarify the 
evaluation subject. 

Next, you must clarify the objects, persons, or events to be 
evaluated: a halfway house, a work-release program, the laundry 
service. An evaluation can be of: 

• Objects 

• People 

• Events 

Cells, food, tei{tbooks, clothing, dining 
halls-that is supplies, equipment, or 
facilities 

Inmates, guards, wardens, evaluators, 
volunteers, staff, clients, or professional 
associates 

Programs, projects, activities, pI'oced
ures, or even tasks-for example, a 
juvenile diversion program, a skills train
ing project, a work-release transporta
tion service, an inmate counseling 
procedure, a filing task. 

You also need to clarify the number of subjects to be evaluated: one 
recreational project, several, many? Then specify any features or 
parts of the subject that should be given special emphasis. For 
example, if you plan to evaluate your food services (an activity), you 
may want to pay particular attention to some of the procedures, such 
as menu preparation, serving, or security procedures. Or you may 
want to emphasize costs, inmate satisfaction, or speed of service. 

You also should specify the type of evaluation to be conducted. A 
subject can be evaluated as to: 1) the need for it; 2) its design; 3) its 
perforrnanc~; or; 4) its impact. 

Each subjec h:!an be viewed as having s~veral stages in its life cycle, 
as in Figure 3 (see page 12). By clarifying tne $tageio be evah.rated, you 
defin~ thfi type of evaluation to be conducted. . 

You may want to know if there is a neeq for a new prison; or whether 
a design for a new prison is acceptable; whether a new prison 
performs as expected; or whether a new prison has had any impact on 
escape rates. Sometimes, you may want to have several such kinds of 
information at the same time. In that case, you will evaluate your 
subject from several perspectives simultaneously-you will be 
conducting several types of evaluation. 

_______ ---:-_11 



Figure 3 
STAGES IN A SUBJECT'S LIFE CYCLE 

AND CORRESPO~lDlNG TYPES OF EVALUATION 

............. __ Need . Impacl--...... 

Subject > (. Subject 
Plan~ Evaluation \ Operation, 

Design performance/ 

Evaluation of Need 
This type of evaluation is sometimes called needs assessment; and 

it is usual\y conducted when the real need for a subject is unknown. If 
your evaluative questions are like the following, you probably want a 
needs assessment: 

• Do we !",eed another staff training program already? 
• Are institutions realiy necessary? 
• Which do we need the most-the gym or the dairy? 
You usually evaluate need by comparing a current situation with 

some standard, such as the ideal situation or what is required. For 
example, currently 100 of 200 inmates do not have proper shoes. 
Ideally, al\ 200 inmates should have good shoes. Therefore, our 
assessment of the need is: 

Current: 100 • 
Ideal : 200 x 100= 50 percent 

Only half the. ideal is being met, or, there is a need for 100 more pairs of 
shoes. 

Needs assessments are Common in educational and training 
programs. T o determine what things the professional staff needs to 
learn, some programs first conduct a functional job analysis to identify 
what the staff members are required to do. By comparing what they 
have to do with what they can already do, the educator can determine 
What they need to learn. 

In corrections, you have many situations calling for an assessment 
of need-'the need for people (staff, volunteers, evaluators) and the 
need for events (counseling services, filing, vocational training). 

Although needs assessments are important, they often take a good 
deal of time and effort to conduct, particularly when the subject is 
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large, Qr philosophical. Evaluating the need for rehabilitation services 
in institutions, for example, could be a l1)ajor study. But needs 
assessments can be small and still be useful. You couid assess the 
needs of the guards for training, the needs of the inmates for 
recreational and health services, the needs of the probation officers 
for assistance. Needs assessments of manageable size can provide 
useful inforlllation for decisionmaking. 

Evaluation of Design 
This type of evaluation is sometimes called plan review or proposal 

review. It is usually conducted when a plan for some subject has been 
developed and formally submitted. If your evaluation' questions are 
like these, then you may want a design evaluation: 

• Is this training curriculum adequate? 
• We have to determine which of these 20 proposals for 

demonstration projects should be funded. 
• Is this design for the new dining hall acceptable? 
• Will this plan for post-release counseling produce anything? 
You usually evaluate the design of a subject by comparing what is 

proposed to what is needed. For example, if the new dining hall needs 
to serve 150 people per seating and the architect's plan allows 200 
people to be served per seating, then the evaluation would be: 

Planned: 200/seating 100 133 t 
Needed: ISO/seating x = percen 

Evaluation shows that the plan is more than adequate with respect to 
seating capacity. 

Design evaluation is common in the commercial sector, where 
contracts are open for competitive bidding. Competing firms submit 
proposals for "meeting the need," and these are evaluated to select 
the most effective and cost·effective design. In government work, 
grants and contracts are often awarded the same way. In corrections, 
you will have occasion to evaluate grant and contract proposals, as 
well as projed and department plans. For example, many 
departments of corrections evaluate the plans submitted to them by 
their operating agencies; many SPAs also evaluate annual work plans. 

Plan evaluation is important because performance evaluation often 
depends on the existence of a workable plan. If the plan is inadequate, 
it may have little or no practical utility. Thus, you should seriously 
consider evaluating each project's plan, whether it be a vocational 
education project, a work-release program, or a design for a new pre
sentence investigation scheme. 
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Evaluation 0/ Performance 
This is the most common type of evaluation, and in many programs 

it is the only type conducted. If your evaluation questions are like the 
following, you probably should conduct a performance evaluation: 

• Did the diversion program meet its objeGtives? 
• Which service is more cost,effective-the institutional or the 

community,based? 
• What did participants learn as a result of this training? 
Performance evaluation includes measuring the conformity of the 

subject to its design; the production of the expected goods and 
services, in terms of both quantity and quality; and the immediate 
effects of those goods and services on the knowledge, attitud~s, 
motives, and behavior of the recipients. 

Performance evaluation can consist of all or some of the following 
subtypes: 

• Conformity 

• Products 

• Effects 

Program performance it60mpared with 
legal requirements, regulations, or 
federal "standards," For example, does 
the halfway house operation conform to 
Equal Employment·Opportunity regula
tions? 

Here you determine whether the 
expected products are actually being 
produced. Does the new refrigeration 
system preserve foods the way it is 
supposed to; does the farm produce the 
expected quantity and quality of 
produce; is the counseling program 
serving people according to plan?, 

If the goods and services are being 
produced according to plan, the next 
question is: Are they having the effects 
expected? Are inmates learning new 
skills in the Voc Ed course? Are the 
attitudes of the guards improving due to 
the staff development program? Does 
the community support the diversion 
program? Effects usually refer to changes 
in knowledge, attitudes, motives, and 
behavior that are a result of the subject. 
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You usually evaluate performance by comparing what is actually 
produced with some standard, such as the subject's planned 
objectives. For example, say 46 parole officers were trained. The 
course was designed to train 50. Our evaluation of performance is: 

Actually trained : 46 100 92 ·t 
;::7'""-......:;.-;-7. ---:-.:---;:c;:--x = percen 
Planned obJective: 50 

In meeting 92 percent of its objective, this parole officer's training 
course can be said to have been effective. 

Evaluation 0/ Impact 
This is the evaluation of the subject's more permanent, or long

range, effects on the status of the individual, group, or community. 
Common impact concerns in criminal justice are recidivism and crime 
rates. If your questions are like the following, you are probably 
concerned with impact evaluation; 

• Did the work-release program reduce crime? 
• What long-term skill gains accrued from the training? 
• Which program did the most to increase inmate employability

the counseling or the Vac Ed? 
You usually evaluate impact by comparing the "beforl;'!" status with 

the "after" status. For example, before the halfway house was opened, 
the recidivism rate was 40 per 100 after one year. After. a year of 
halfway house op~ration, the rate dropped to 20 per lOO.Our 
assessment of the impact is: 

Status after : 20 x 100 = 50 percent* 
Status before: 40 . 

If we can assume that this was the only factor contributing to the 
change, we would say the program was very effective, that it cut the 
recidivism rate in half. 

For practical reasons, many programs cannot conduct all types of 
evaluation. Most programs have a limited amount of timl;'!, money, and 
personnel to devote to evaluation. Therefore, two types of evalua
tion-needs assessment and impact evaluation-will often not be 
feasible, except as special studies. These types of evaluation should 
usually be conducted on a regional or national level by highly trained 
researchers, with the results fed back to the operating level for general 
guidance in planning. 

*Note that a figure below 100 percent can indicate ineffectiveness in some 
cases and effectiveness in others, depending on the manner in which the 
equation is constructed in each case. 
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. Thus, clarifying the subject means defining the objects, people, 
and/or events to be evaluated, how many, what is to be emphasized, 
and the type of evaluation to be conducted. 

STEP 3: CLARIFY THE OBJECTIVES 
OF THE SUBJECT 

Whatever subject and whatever type of evaluation you have 
identified, you will usually want to know whether the goals and 
objective!? of that subject are being achieved. If you are conducting a 
needs as'sessment for recreation program facilities in an institution, 
you will want to assess the need in relation to the objectives of the 
institution's programs. If you are evalu(lting the design of an object, 
such as a classroom, you will want to know the purpose of the facility. 
If you are evaluating the performance of a physical education 
instructor, you will want t9 know what he/she is supposed to 
accomplish. Usually, you will be interested in. evaluating the 
performance or impact of a program or project, and you will want to 
know whether the program or project is achieving its goals and 
objectives. 

Therefore, you need to clarify what the goals and objectives are. 
Objectives should be stated as results, not as activities. For example, 
what is the auto mechanics training program supposed to 
accomplish-increase the employability of the inmates; produce 
skilled mechanics? Ideally, thE} objectives to be evaluated ShbUld 
specify the knowledge, skill or behavior to be achieved, the magnitude 
or quantity of the change expectea, and th~ target date for achieving 

. the objectives. For example, in a performance and impact evaluation 
of an auto mechanics training program. the following objectives might 
be selected for evaluation: 

• Performance 
objective 

• Impact objective 

At least 95 percent of the inmates who 
complete the training will be able to pass 
the General Motors qualifying exam
ination for auto mechanics . 

At least 75 percent of the participants in 
the auto mechahics training who are 
paroled will find and keep an auto 
mechanics job for at least six months 
after release. 

Clarifying program objective~ will help you specify even more 
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precisely what i:s to be evaluated. If others are involved in the 
evaluation, you will have to make sure that everyone has. the same 
perceptions of what the program is supposed to accomplish. If 
perceptions differ about the real objectives of a program,. this will be 
another point where it will be important to negotiate consensus. 

STEP 4: SPECiFY THE OBJECTIVE 
OF THE EVALUATION 

4.J Identify the target audience of the evaluation 
4.2 Define the purpose of the evaluation in relation to the 

target audience: information, judgment. decision-
making . 

4.3~ Specify the decisions and the decision options the 
evaluation should address 

4.4 Determine the deadline(s) for the evaluation and the 
frequency of conducting it. 

Next you need to answer the who, why, and when questions. Who is 
the target audience for this evaluation-legislators, administrators, 
professional staff, clients, social scientists, the public? If there are 
multiple audiences, such as the warden and the public, you need to 
note that., 

Answering the why question will require SOme care. What is the 
purpose of this evaluation? Why is it being conducted? Is it only. to 
provide information? How wiU that information be used? What 
decisions and actions might be taken on the basis ofthe evaluation? 

To specify the purpose of the evaluation, you should think of how 
the target audience will use t'ri<! results. Does the audience just want 
information? Does it want the'information to make a judgment or to 
test a hypothesis? Does. it want to end up making a decisionrr 
selecting a course of adionf' 

You can formulate the purpose in terms of statements to be 
addressed by the evaluation: 

USE EXAMPLES 
• Information only 1. Determine how much time counselors 

spend with clients. 
2. Determine the cost per offender for 
the project. 
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• Information for 
making 
judgment5 

1. Determine whether the post-release 
job-counselingproj;ct is effective and 
efficient-cis it meeting its objectives? 
2. Determine which plan will provide the 
most security at the least cost. 

~ information for 1. Volunteers are more effective than 
judgments phrased parole officers in identifying job oppor-
as hypotheses tunities for ex·offenders. " .', 

• Information for 
judgments that 
lead to decisions 

2. Halfway hous,es for juveniles are more 
efficient (in terms of cost per offender) 
than detention centers. ' , 

1. Determine whether volunteers or 
patole officers should have primary 
responsibility for identifying job oppor-
tunities for ex-offenders. 
2. Determine whether the probation 
officers' caseloads should be expanded, 
maintained at their present level, or 
reduced. 

If the purpose is decisionmaking, you should specify the decisions 
to be made and the decision options that are open. Decisions could be 
of several types-for example: ' 

• Support 

• Modification 

Decisions to give or withhold financi?l, 
moral, political, or other support 

Decisions to change a program's 
structure, schedule, or other char-
acteristics 

• Inquiry DeCisions to gather more information, to 
investigate further. 

For each d~cision, the decisionmaker may have several options, or 
courses of action, open to him/her. For example, in dedding whether 
to modify a probation project, the options might be: lLJti not modify; 
2) modify the staffing pattern; 3) redistribute the caseload; or 4) 
reduce the number of probation services. 

An important part of specifying objectives is to set up the timetable 
for the evaluation. What isthe deadline forihe evaluation? When does 
it need to be completed? What is the frequency of the evaluation? How 
often will it be conducted-annually,monthly, only once? 

in sum, specifying the objective of the evaluation means defining the 
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target audience, the deadline, the frequency of the evaluation, the 
putpose or use of the results, and, if the purpose is decisionmaking, 
the specific decisions and options the evaluation will address:' 

STEP 5: ASCERTAIN THE FEASIBILITY 
OF THE EVALUATION 

5.1 Determine whether the evaluation can be conducted 
• Identify any techniCal problems that might make 

the evaluation impossible: lack of data, no objec
tives, no way to measure impact 

5.2 Determine the probability that the results will be used 
• Identify the internal and external constraints that 

might inhibit the use of the evaluation results 
• Identify the positive internal and external factors 

that might support use of the evah,iation results 
5.3 Revise the subject or objective, if necessary. 

4\t this point you need a reality test. Is this evaluation feasible? Is it 
technically Possible? Are there enollgh resources to design and 
conduct the evaluation? Will the results be used as planned? 

To determine whether the evaluation is technically feasible, the 
evaluator should make a quick check of the Phase II steps. What type 
of study design might be required to provid~ the type of information 
nseded? What criteria, standards, and measures might be needed? 
What might the . data sources be? What kind of sample might be 
needed? Are there problems in any of these areas? Are data available? 
Can you get access to the data? Is it possible to measure, say, the 
impact of a 'program on recidivism? 

You will also have to make a quick check. of the resources that 
would be required to do this type of study. Or you might estimate what 
resOUrces are available and use that information to determine what 
type of study would be feasible. The following are key resources: 

.. Money 

• Time 

• Staff 

Evaluation grants; budgets vs. estimated 
costs 

Available time vs. quantity and duration 
needed 

Available staff and consultants vs . 
number and type needed 
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• Material and 
equipment 

AvaIlable facilities, equipment, and 
supplies vs. those needed. 

• . .:~>'~, 

You will also have to detennine the probability that the results will 
be used as planned. What internal or ex,ternal constraints might inhibit 
the use of the results? What internal and external factors might 
support the use of the results? 

For example, in evaluating the need for new facilities, you may 
identify constraints to one of your options-there may be no 
community or political support for constructing a new prison. Thus, 
you may decide that the decision option in this case does not really 
exist. The following are common types of constraints: 

Internal 

Personnel Organization 
. Time Planning 
Money Leadership 
FaCilities Coordination 
Records, data Communication 

Cooperation 

'External 

Bureaucratic 
Community 
Cultural 
Economic 
Geographic 
Legal 

Logistical 
Physlcall 
Political 
Psychological 
Religious 
Social 

Your final step should be to revise the subject or objective to reflect 
the constraints. Then you should be able to define your evaluation 
problem as a clear and precise topic, noting exactly what is to be 
evaluated. One way to do that is to write out the objective of the 
evaluation in the followlt'1g10nnat: 

To provide (whom) with evaluative 
infonnation on (subject and type evaluation) 
by (date) tn order-to (purpose and decisiQn 
options. if applicable). 

Here are some examples: 
To provid~ the Grants Program Monitor a'ndthe Legislature with 

evaluative infonnation on the perfonnance of the legal services 
project by January I, 1978, in order to 'identify: 

1. The number of inmates who use the legal services 
2. Tho:? opinions inmates have abput the legal services. 
3. The suggestions inmates and lawyers have for improving the 

services. 
To provide the Director of Youth Services with evaluative 

infonnation on the impact of the volunteer program by July 30, 1977, 
in order to judge whether: 
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1. The program is effectively meeting its obiectives 
2. The program is operating· efficiently. 
To provide the Warden with evaluative information on the 

performance of the work-release program by June 6, 1977, in order to 
decide whether the program should be: " 

1. Continued as is 
2. Modified 
3. Expanded 
4. Dropped. 
';--L>;·~; 

III. PHASE II: DEVELOPING THE 
EVALUATION PLAN 

Once the evaluation topic has been clearly defined, a methodology 
and management plan can be developed. The guidelines in this phase 
will help you decide how to do the: evaluation-specifically: 

• How the evaluative judgments will be made 
• How the data will be collected and processed 
• How the· evaluati9n will be organized and managed. 
Although this is a more technical phase the administrator needs to 

be involved, particularly in deciding how the judgments will be made 
and how the ~valuation will be managed. 

A. THE JUDGMENT STEPS 
The heart of evaluation is the judgment process. Given the 

. objective that you stated for the evaluation, you must ask yourself 
what judgments need to be made . 

. Judgments can be of two types~ effectiveness and efficiency, 'When 
we make judgments about something's being good or bad, adequate 
or inadequate, satisfactory or unsatisfactory, and so forth, these are 
all different ways of saying that the subject is effective or ineffective, 
efficient or inefficient. "Effectiveness means to produce the desired 
result, to accomplish the cOffect end, or to secure the relevant 
outcome. Efficiency ... means to accomplish any. stated objective 
without wasting resources."· 

How do you construct judgments about effectiveness and 
efficiency? One way is to describe your program as a system of inputs 
and outcomes and construct effectiveness and efficiency relationships 
from that system~ Figure 4 illustrates such a framework for a 

*Hare, VanCourt, Systems Analysis: A Diagnostic Approach. New York: 
Harc~uTt, Brace and World, 1967, pp. 202·203. 
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probation program. Inputs are resources that are invested in a 
program or activity (staff, money, equipment, etc.). These are 
combined in various ways to produce outputs-the products or 
services of the program or activity (probation contacts or 
investigations). These outputs are supposed to have effects on 
knowledge, attitudes, or behavior (discharges, revocations, increased 
job·seekirm). The effects of a program are intended to have some 
impact on the individuals, groups, or communities who are the 
beneficiaries of the program (increased employment rates, decreased 
crime). Some evaluators prefer to combine outputs, effects, and 
impacts and call them outcomes. Others do not distinguish between 
effects and impacts. 

Figure 4 

SYSTEMS RELATIONSHIPS 
OUTCOMES 

,.... .. 
INPUTS HOUTPUTSHEFFECTS H IMPACTS I 

Probation 
officers 

Pre-sentence 
specialists 

Funds 

Contacts 
Caseloads 
Visits C 

Pre-$enience 
investigations 

Discharges 
Revocations 

Crime rates 
Conviction rates 

Effectiveness can be measured by selecting an input, output, effect, 
or impact and making an aIJpropriate comparison. For example, in 
evaluating the effectiveness of a post-release job-counseling project, 
one important effect might be the number of ex-offenders who obtain 
jobs. To construct a measure of effectiveness, you could compare this 
nuinber with the number expected to obtain jobs. An example of how 
this would be done is shown below: 

Effectiveness 
Criterion 

I:FFECTS 

Measure 

1:-
Jobs obtained i: No. secUring jobs 

') 

" No. expected to 
) secure Jobs 
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Percentage 
Data Effectiveness 

40 )( 100= 114% 
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In this example, five more inmates than expecteq got jobs; thus, the 
program is 14 percent more effective than expected. 

Efficiency, including cost-effectiveness and cost-benefit, can be 
measured by selecting combinations of inputs and outputs, inputs and 
effects, and so forth. These criterIa span the process that converts 
resources into products, and thus they show the relationship between 
the two. Several combinations are possible. 

Figure 5 

RELATIONSHIPS THAT SHOW EFFICIENCY 

For example, an .inputje~!i!ct relationsl)ip might be seh"cted to 
evaluate the efficiency of the-post-release job:counseIing project. 

, Efficiency 
Criterion Measure 

INPUT/EFFECT (Cost-Effect) 

Data 
Percentage 
Efficiency 

No. do~1ars spent! 
Cost per No. obtaining Jobs $2516/40 = $62.90 )( 100 = 73%* 
Job No. dollars budgeted/No. $3000/35 $85.71 
obtailled expected to obtain jobs . 

In the above example, the program is cost-effective (efficient) 
because it uses fewer resources than expected in achieving:..\its 
objective. The actual cost per job obtained was $22.81 less than 
planned and the program is 27 percent more efficient than planned. * 

The specific measures of. effectiveness and efficiency that you 
would select, and the number of them, would depend on the purpose 
of the evaluation. The four judgment steps should help you select the 
measures you need fo: the decisions you have specified. 

* Again, note that a figure above 100 percent can denote ef£ectiveness iI:) one 
ease, while a figure below 100 percent can denote effectiveness in other cases. 
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STEP 1: SELECT THE STUDY DESIGN 
1.1 Review your evaluation needs (check the purpose, 

audience, timing, con~.traints) 
1.2 Consider the alternatives: experimental vs. non, 

experimental designs 
1.3 Select a design. 

Before you select the specific measures of effectiveness and 
efficiency, you must review your needs (the Phase} summary). You 
also must determine tile degree of accuracy and precision that will be 
needed for judgments. For the purpose and target audience you have 
identified, how accurate and precise must the judgments be? How 
great must your certainty be that the results are valid? Are general 
estimates of changes enough, or do you have to have "hard" data 
carried out to two decimal places? ' 

Most administrators do not require as much accuracy and precision 
as do most evaluators, so the question of precision may be another 
issue to negotiate. Th?re are many ways to improve accuracy and 
precision, but they all involve additional costs. You c'an select an 
experimental rather than a non, experimental design; you can select a 
large number of criteria instead of the bare minimum; you can use 
several standards instead of just one; you can draw a random sample 
instead of picking people who are more easily accessible. It's basically 
a matter of tradeoffs, Your result cart be more'accurate and precise if 
you are willing to pay the cost. , 

You can begin by reviewing the statements you formulated in 
specifying the purpose of the evaluation. Is the purpose to increase 
knowledge, improve judgments, or influence decisionmaking? 
Whatever the purpose, ask yourself what will be required to achieve 
that purpose for the target audience, That will help you asSess your 
evaluation needs. 

• Description 

• Explanation 

Will merely describing what happened be 
sufficient-for example, that the 
recidivism rate dropped· 5 percent, or 
that 500 parolees are now employed? 

Will the audience also need to know how 
and why the subject is effective or 
efficient-for example, that the work, 
release program failed because of a iack 

24 



• Proof 

of qualified staff, community support, 
and funds? 

), 

Will the audience also demand proof of a 
cause-effect l"elationship-fol' example, 
that a controlled experiment showed that 
recidivism dropped 10 percent because 
of the work ,release program? 

For descriptive puq>oses, you can often settle for an "extensive" 
non-experimental design, such as a sample surVeyor a simple 
input! output description. For explanation purposes, you will probably 
need more information, and you may choose an in-depth case study or 
a more detailed before-and-after study.lf proof of causality is needed, ' 
then you will need an experimental approach. 

Also think about the timing of the evaluation ahd the constraints 
that you identified. If time is short and resources limited, you will 
probably not be able to afford a sophisticated approach, such as an 
experiment. 

True Experimental, Quasi-Experimental, and Non-Exper
imental Designs 

There is no "best" evaluation design. You must select one that will 
provide you with the precision you require at a price you can afford. 
That may mean you will settle for a "quick and dirty" case study in one 
situation, a' computer simulation in another; and a sample survey in 
another. Since evaluation en:tploys the same techniques as research, 
you have a very sophisticated arsenal of weapons at your disposal. 
These can be classified in two major categories: experimental and 
non-experimental. 

Experimental designs are the most precise investigative approach 
for "proving" a cause-effect relationship-for example, that 
comtnunity-basea programs result in lower recidivism. Selltiz, et al., 

, described the logic behind experiments: 
The basic outline of an experiment is simple: an 
"experimental" group is exposed to the assumed causal 
(or independent) variable while a "control" group js,not; 
the two groUps are then compared in terms of the 
assumed effect (or dependent variable). This pattern 
makes po~c;ible the collection of the three major types of 
evidence relevant to testing hypotheses about causal 
relationships: (1) evidence of concomitant variation
that is, that the causal variable and the dependent 
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variable are associated; (2) evidence that the dependent 
variable did not occur before the causal variable; and (3) 
evidence ruling out other factors as possible determining 
cbnditions of the dependent variable.* 

Experimental designs have been classified as true experiments and 
quasi-experiments. The difference between them is a matter of the 
degree of control over the three types of evidence mentioned by 
Selltiz, et ai. Quasi-experiments do not control for as many sources of 
invalidity as do true experiments. Campbell and Stanley have 
discussed the advantages and disadvantages of 16 designs: three-non
experimental (they call them pre-experimental); three trueexper
imental; and 10 quasi-experimental.** Adams identified nine of the 
most common designs used in corrections.*** These ate sum
marized in the next few pages. 

True Experiments 

group 

• Pre-test/post-
test, with control O ...... X..-o 

O--+{) 

Experimental group 
Control group 

This is the classical experimental design described by Selltiz. 
Both groups are observed (0) or tested. Then one group gets 
the experimental treatment. (X). Then both groups are 
observed again (0) to detect changes in the experimental group 
that cUd not occur in the control group. The key to the design is 
random assignment of the subjects to the experimental and 
control groups. For example, in testing a human relations 
training course for probation officers, you would randomly 
assign one-half of the officers to the course, while the other half 
would not receive the training. You cannot assign volunteers or 
those who are interested, nor can you match your control 
group tQ your experimental group. Random assignment means 
there is no bias; every subject has the same probability of: a) 
being in the study, and b) being in the experimental group. This 

;) 

*Selltiz, Claire, et al. Research Methods in Social Relations, revised edition. 
New York: Holt, Rhinehart and Winston, 1959, p. 94. 

**Campbell, Donald T., and Stanley, Julian C., "Experimental and Quasi
Experimental Designs for Research and Teaching," in Gage, N.L. (ed.). 
Handbook oj Research at) Teaching. Chicago: Rand McNally & Co., 1963, 
pp. 171-246. 

***Adams, op. cit., pp. 43-73. 
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requirement of random assignments is often impractical, and 
this is why the true experiment is so difficult to undertake. 
• Post-test-only 

control group 
design 

x+-() 

o 
"Experimental group 
Control group 

This design also requires random assignment-and is often 
impractical for that reason. The only difference between this 
and the first design is the absence of)i~,pre-.test. 

A pre-test is not essential to true experimental design. It 
provides you with a "baseline" so that you can see how much 
change has occurred. But the amount of change is tangential to 
the central question of whether X did or did not have an effect. 
This question can be answered without a pre-test, if the two 
groups are randomly assigned. An added advantage to this 
design is that you avoid the possible effects the pretest itself 
might have on the subjects. 

Experiments are demanding designs that requlfe'cai~ul planning 
and execution. Adams notes that the true experiment "may be losing 
ground to the quasi-experiment as the 'work horse' of rigorous 
correctional evaluation."* Two of these work horses are illustrated 
below. 

Quasi-Experiments 

• Non-equivalent 
control group 
(matched) 

O'-X'-O Experimental group 
O~O Control group 

In this design, the subjects are not randomly assigned, thus 
making the design more practical. That is one reason why 
Adams suggests that it "may be the most useful quasi
experimental design for the correctional evaluator. ,,** An 
example was a study of 110 early releasees carefully matched 
with 110 full-term releasees on such characteristics as ag!'!, type 
of offense, number of convictions, and sb forth. The study, done 
in Florida, showed a 13.6 percent recidivism rate for the early 
releasees compared with 25.4 percent for the matched 
group. *** The matching of the subjects has to be done carefully 

*Op. cit., p. 60. 
**lbid. 
***lbid., p. 61. 
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to avoid bia~. The design is particularly good when the group 
has assembled naturally-that is, has not been brought toge· 
ther by the evaluator for his/her own purposes. Variations on 
this design have been recommended by Hatry~ et al., * and 
Weidman, et al. *'1' 

• Time Series 

A series of pre-program observations are made; then the 
experimental variable is introduced. After the experiment, a 
second series of observations is made. An example wouldbe an 
experimental project to c\.ose all the juvenile institutions in a 
state. Periodic ob~ervations of juvenile crime rates could be 
made, say quarterly, then the institutions shut down, then 
quarterly measures made again. This design is similar to the 
before-and-after non-experimental designs, except there are 
several observations before and several after. It is different from 
the non-experimental trend analysis in that the experiment is a 
one-timE! occurrence, not a, continuing program. 

Non-Experimental Designs 
Non-experimental designs are more likely to be used in correctional 

evaluation than are experimental ones. Adams lists the following as 
the most popular: "the case study, the survey, the trend analysis, the 
cohort analysis, and the b~fore-after study."**'" ' 

• One-shot case study x..o 
Case studies are, often intensive. Large amounts of data are 
gathered from a small number of cases. Anthropologists, 
psychiatristsl and business analysts often use in-depth case 
studies. Case studies have been conducted of team policing, 
youth reception centers, drug programs, and many other 
subjects. Case studies are probably the weakest, but also the 

(:Halry, Harry; Winnie, Richard E.; and Fish, Donald M.; Practical Program 
l:.valuation for State and Local Gouernment Officials, Washington, D.C.: 
The Urban Institute (URI-17000), 1973. 

"flWeidman, Donald R.; Waller, John D.; MacNeil, Dona; Tolson, Francine, 
L.; and Wholey, JosephS.; Intensive Eualuationfor Criminal Justice Planning 
Agencies. Washington, D.C.: U.S. Government Printing Office, July 1975. 

M:1'Adams, 0.0. cit" p. 53. 
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most used of designs. When using a case-study design, one 
cannot be very sure that the experimental treatment (X) was 
the cause of the obserVed effect. 

• One-shot survey X"'O 
Surveys are at the other end ofthe continuum. Usually a limited 
amount of data is gathered from a large number of cases. 
Surveys can be of inmate attitudes, community perceptions, 
probation officer caseloads, or almost any other subject. 

• Trend analysis 

This is periodic measurement of a subject, such asa semi
annual assessment of recidivism rates or weekly tests of inmate 
attitudes toward guards. 

• Cohort analysis 
Cohorts are groups of people with something in common, such 
as all men born in 1952, all colleg~ graduates in 1975. 
Corrections evaluation often studies the "release cohort" to 
r!;lcord its performance periodically after release from a 
corrections program. The usual gl,"oupings are yearly releases, 
and they can be assessed as to the proportion who are 
employed, returned to the system, arrested, or any of a vadety 
of criteria. 

• Before-after studies 

The pre/post-test design is commonly used in corrections to 
measure g3ins in knowledge, skills, and so forth. Before-and
after studies can be easily adapted to almost any program or 
project. All they require is some planning to make sure the base
line data are collected before the program begins. 

Another set of design possibilities can be found h\ operations re
searchmodeIs.* These are usually non-experimental approaches that 
give you a framework for ordering different variables so that YOLl can 
identify how they relate to one another. Operations research models 
are often used for decisionmClking in private industry. They are based 
on mathematical analysis, and many require computer processing. 
Among the most popular models are linear {for example, linear 

*For a review of the use of these approaches in corrections, see Adams, op. 
cit., Chaps. 12·14. 
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programming), network (for example, PERT, CPM),' dynamic (for 
example, location analysis), and stochastic (such as the two-stage 
linear model). 

Now that you have reviewed your needs and are aware of the 
principal study designs available to you, the next step is to select a 
design that will meet your needs and is feasible for you to .. undertake. 
Again, you will have to compromise. Elegant designs (~xperiments 
and operations research models) are usually more precise, but they 
also take longer and cost more. Simple designs are easier, quicker, 
and less expensive, but they also are less precise. 

STEP 2: SELECT THE EVALUATION 
CRITERIA 

2.1 Review your needs (check purpose, decision 
options, program objectives, emphasis, and con
straints) 

2.2 Consider the alternatives: effectiveness or efficiency 
or both 

2.3 Select the criteria 
2.4 Assign weights (unweighted, ranked, scores) 
2.5 Select the measures (counts, rates, ratios, propor

tions, percentages, indexes, formulas). 

Criteria are the characteristics, properties, or concepts that are 
used to make judgments about a subject. Researchers call them 
variables.* 

What criteria do you need? You can clarify this point by reviewing 
five key steps: purpose, decision options, program objectives, subject 
emphasis, and constraints. The most important items to review are 
the purpose and the decision options. Look at the statements you 
want the evaluQtion to address. If the purpose is to decide among 
options, ask what judgments must be made about each option to 
arrive at that decision, and what criteria are needed to make those 
judgments. For example, if an option is to provide staff training in 
counseling, then some judgment may be needed about the 

*See Adams, op. cit., pp. 46·47, for a discussion of seven "widely used 
performance criteria" in corrections evaluation: arrests, type of offense, time 
until arrest, conviction, length of time in lock·up, costs of correctional., 
treatment, and benefits. .' 
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counselors' effectiveness at present, and criteria may, therefore, be 
needed on inmate problems treated and not treated.\ 

Another important source for identifying criteria is the statement of 
program objectives. Usually you will want to know if the program is 
effective and efficient in achieving its qbjectives. If an eP:1phasis has 
been stated, such as "inmate satisfaction with grievance procedures," 
theh you know that criteria will be needed for the emphasis areas
inmate attitudes and perceptions. The constraints may have to be 
included in the evaluation. Fbr example, if you think there is 
community opposition to opening a halfway house, a.nd the halfway 
house is one of your decision options, you may want to include 
community attitudes among your evaluative criteria. 

As mentioned previously, there are two broad classes of criteria 
from which to choose: effectiveness criteria and efficiency criteria 
(which include cost-effectiveness and cost-benefit findings). You now 
can select the appropriate criteria for each decision option. For 
example, you might select all or some of the following as criteria for 
deciding whether to continue a work-release program or modify it. 

Effectiveness Criteria 

• Impact 1. Recidivism 

• Effects 2. Placements 

~ Outputs 3, Jobs developed 
4. Employers contacted 

• Inputs. 5. Offenders approved 
6. Program costs 

Efficiency Criteria 
• Input/output 7. Employer contacts per approved 

8. 

• Input/effect 9. 
10. 

• Input/impact 
" 

11. 

• Output/effect 12. 

• Effect/impact 13. 

offender* 
Cost p~r job developed 

Cost per placement 
Placements per approved offender* 

Cost per non-recidivist 

Jobs developed per placement 

Placement per recidivist. 

"'At times you may find it clearer to invert the efficiency relationships. For 
example, contacts per approved offender (an output/input relationship) is 
easier to deal with than approved offenders per contact (input/output). 
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Once the criteria have been selected, they should be weighted. 
Weighting is the assignment of a number to a criterion to indicate its 
importance relative to other criteria. Weighting can take several 
forms; 

• Unweighted 

• Ranking 

• Scoring 

All criteria are of equai weight. 

The criteria are listed in order of im· 
portance. 

Each criterion is given a score, such as 
cost = 5, skill gain = 3. Often, the total of 
the scores of all the criteria adds up to 
100, just for convenience. 

the last step is to select a measure for each criterion. Measurement 
is the assigning of a number to a criterion according to rules. There are 
several broad categories of measures from which to choose: 

• Count 

• Rate 

• Ratio 

• Proportion 

. • Percentage 

The simplest type of measure. For any 
given object or event, simply count the 
number, such as number of visits, 
number of dollars, number of favorable 
responses. 

Measures the frequency of occurrence of 
some event, such as miles per hour, or 
clients per day. 

Two numbers related to each other in a 
fraction or decimal, such as number of 
guards to number of inmates (1:25 or 
1/25). Any fraction, quotient, proportion, 
or percentage is a ratio. 

A special type of ratio expressing a 
relationship· between a part and tQ!i! 
whole. The numerator. represents a 
portion of the total; the denominator is 
the total. For example, five social 
workers out of 45 staff g.ives a proportion 
of 5/45, which, of course, reduces to 1/9. 

~~, ., 
If you multiply a proportion by 100, you 
have a percentage. Using the above pro
portion, the percentage of social work-
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• Index 

• Formula 

ers' among the staff (5/45 x 1(0) is 11.1 
percent. 

A composite of two 0)" more numbers de
signed tei indicate a certain condition.An
index of security might consist of num
ber of attempted breaks + inmate days x 
1000 (for example, 3 + 45,000 x 1000 = 
.06)_ 

An index is often derived through a for
mula. Other formulas can become ve.-y 
complex, involving weighted compo
nents, complicated algebra, etc. 

In selecting the specific criteria that you will use, you may find it con
venient to arrange them in a format such as the following example of 
performance criteria, measures, and weights for a work-release pro
gram. 

EFFECTIVE-
NESS NO. CRITERIA MEASURES WEIGHTS 

Impacts 1. Recidivism No. approved offenders 
returned to Incarcerallon 10 

Effects 2. Placements No. approved offenders 
placed In jobs 10 

Outputs 3. Jobs developed No. jobs developed for 
approved offenders 10 

4. Employers . No. employers contacted 
contacted for jobs 5 

Inputs 5. Offenders No. offenders· approved 
approved for work-release 5 

6. Program costs No. dollars spent on 
wo\1(-release program 10 
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EFFECTIVE-
NESS NO. CRITERIA MEASURES WEIGHTS 

Inputs/ 
outputs 

Inputs/ 
effects 

7. Approved offend- No. offenders approved 

ers per-.employer No. employers contacted 
contacted 

8. Cost per Job 
developed 

9 •. Cost per 
placement 

No. dollars spent 

No. Jobs developed 

No. dollars spent 

No. approved offenders 
placed In Jobs 

10. Placements per :.,:N:,::o..:.. • .!:.p:.=la:,::c.::.ed=-_____ _ 

5 

5 

10 

approved .offender No. offenders approved 5 

Inputs/ 11. Cost per non- No. dollars spent . 
Impacts recidivist No. not returned to 

Incarceration 

Output! 12. Jobs developed No. Jobs developed 
effect per placement NO,. placed 

Effects/ 13. Placements per No. placed 
Impacts recidivist No. returned to 

incarceration 

TOTAL 

STEP 3: SELECT THE EVALUATION 
STANDARDS 

3.1 Review your needs (see the type of evaluation and 
study design) 

3.2 Consider the alternatives: need, demand, plan, past 
performance, similar subjects, control groups, re
quirements, professional standards, optimal model 

3.3 Select the standards 
3.4 Assign weights 
3.5 Select the measures. 

10 

5 

10 

100 
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Standards are the levels or ranges of performance with which actual 
or proposed performance is compared. Sometimes th'<!y are called 
norms, normal values, or expected values. You must select a stan~ard 
for each criterion. For example, you might judge a staff training pro
gram on the basis of two criteria: knowledge gain and cost. Even when 
you have determined that knowledge gain is 13 and cost is $250, you 
cannot make a value judgment about the effectiveness of the training 
until you have standards with which to compare these findings. You 
might compare staff knowledge gain, for example, with that of a con
trol group, or with course objectives, or with knowledge gain resulting 
from a similar course held last year. 

To determine what type of standard you should select, begin by re' 
viewing your needs. Pay particular attention to the program objec
tives and the type of evaluation you identified in Phase I and the study 
design you selected in this Phase. Four types of evaluation were de
scribed. They usually call for the following types of standards: 

• Needs Compare the current situation with the 
assessment desired or required situation~,.for ex

ample, the need for training = the. differ
~nce between current skills and required 
skills. 

• Design evaluation Compare the needed situation "'"ith the 
planned objective-for example, train
ing program design = training needs 

. compared with training plans. 

• Performance Compare the actual performance with 
evaluation planned performance (goals and 

objectives)-for example, training per
formance = planned skill gain com
pared with actual skill gain. 

• Impact evaluation . CompClre the terminal situation with ini: 
tial situation-for example, training im
pact = post-training employment com
pared with pre-training employment. 

The study design that you selected will also help you identifY your 
needs. If you selected an experimental design, you will probably COI11~ 
pare your subject with some control group, such as a group that did 
not receive training. If you selected a before-and-after design, you will 
compare actual performance after training with past performance 
(pre-training). 
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You have m,my di;ferent types of standards from which to choose. 
The following eight are the most common .. * 

• Need Compare what is proposed. with what is 
needed; or compare what is accom· 
plished with what was needed-needed 
skills, needed food. 

• Demand The demands or' expectations of some 
targelt population are used as the: stan· 
dard---Ll1m~te satisfaction, the govern· 
or's expectaffohs;:~-'=~ 

• Plan The objectives are used for compari· 
son-Did the diversion program meet its 
objectives? Are the recreational objec· 
~ives realistic? 

• Past performance A subject is compared with itself over 
time-How did the counseling project do 
last year? What is the recidivism trend? 

• Similar subjects One subject is compareg with another 
that has similar char~cteristics-prison 
A with prison B; halfway house D with 
halfway house F. 

• Control groups In experimental designs, the perfor" 
mance of the group that gets the treat·" 
ment is compared with a randomly se· 
lected group that do(!s not-half of the in· 
mates get a free period to do whatever 
work they wish; half do not. 

• Requirements A subject is compared with established 
regulations, laws, policies, guidelines, 
ru!e~-A grant application is.cQmpared 
with LEAA guidelines, a parolee's situa· 
tfon is compared with parole regulations. 

. • Professional Experts or professionals, such as physi· 
cians, judges, Or parole boards, set "de· 
slrable" levers of perfci}-fI1ahce. 

·See Adams, op. cit., pp. 44·45, for a detailed description of the more com· 
monly used standards of comparison. 
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In some cases, you may select several different standards for the 
same criterion. > 

Once the standards are selected, the weights should be assigned 
and the measures selected as described previously. The same 
measures and weights should be used for the' criteria and standards. 

In selecting the standards, you may expand the format illustrated 
previously fCir criteria. For example: 

EFFECTIVENESS NO. CRITERIA MEASURES WTS. STANDARDS MEASURES 

EFFECTIVENESS 

Elf.ct. 2. Pllelmanll No. approved Pt.n No approved 
oU,ndl,. oUende,. IX" 
pli1c'~lil pRt,ci to b. 
lobs 10 pl.cod In lob. 

Inpul. 6. Program No. doUar. Budg.t No. doill'. 
COlt. aptnt on budgoted 

work .. ,.III •• 
program 10 

EFFICIENCY 

Inputll 9. Cal' p.~ No. doUar. ~ Pion No. dollar. 
eUtct. pliClmtn1 le,ne bUdgeted 

No.IPPfond No. approved 
oUendtr,' oUlnd.,. 
placid In .xp.ct~d to 
lob. 10 b. placid In 

lobs 

STEP 4: DEVELOP THE ANALYSIS PLAN 
4.1 Review your needs (review the purpose, study de

sign, criteria, and standards) 
4.2 Consider the alternatives: statistical or non-

I i statistical 
I\i, 4.3 Outlfne the plan: classification, codification, tabula

tion, statistical manipulation, interpretation. 

WTS. 

10 

10 

10 

The analysis plan should show how the data will be treated to 
demonstrate the subject's effectiveness and/or efficiency. By review
ing the purpose of the evaluation;, you can determine whether you 
need to demonstrate causality, prlwide· a detailed explanation, or 
merely describe the subject. Again, refer to the statements you want ., 
the evaluation to address. The study design, criteria, and standards, 
should also help you clarify your needs. Have you chosen ef!ective
ness only? Are you making several comparisons? If you have selected 
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an operations research model, then your analytical procedures may 
already be spelled out in the protocol for that model. 

Many analytical techniques are available to you. Some are very 
sophisticated and will require expert consultation; others are quite 
simple, and they may be adequate for your purposes. 

Data can be analyzed statistically or nonstatistically. In the laUer, 
you do not perform mathematical computations, but you still can 
classify the criteria in various ways and attempt to describe, demon
strate correlations, explain causality, or predict future outcomes. Sta
tistical analysis has the same uses, but involves mathematical manipu
lations. Listed belovJ are some of the more common nonstatistical and 
statistical analytical techniques used in corrections evaluation: 

• D2scription 

• Correlation 

o Causality 

Narrative descriptions, frequency 
counts, frequency distributions, aver
ages (means, modes, medians) 

Narrative conclusions about "time
bouQd" associations (one. criterion 
changes at about the same time as an-
other-increased budgets and in
creased crime); rank order; correla
tions; linear regression 

Narrative conclusions about "time
ordered" associations (one criterion 
changes before the other-deCline in 
food quality and prison riots); t-test; chi
square 

• Prediction "If-then" narrative conclusions about 
future events-if institutions are closed, 
then crime rates will increase; prediction 
indices. 

Once you have considered your needs and alternatives, you should 
be ready to outline the analysis procedures you will use. Briefly, you 
should describe how the data will be: 

• Classified 

• Coded 

What broad groupings do you plan-age, 
type of offense, release date? If you USe 
the inputjoutput.approach, you already 
have your major categories. 

Will the data be pre-coded orcoded after 
collection? If you are working with large 
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• Tabulated 

• Manipulated 

• Interpreted 

amounts of data and with computers, 
pre-coded data can ~5ave you much time. 

What tables will you have, and how 
many? If you follow the input/'output ap
proach, your tables may already be con
structed. 

What kind of statistical analyses do you 
plan-computation of effectiveness and 
efficiency ratios, tests ot significance, fac
tor anjalyses, etc.? 

Can you anticipate any interpretation at 
this point? Can you set up decision rules 
for your options? For example, "If the in
mates do not show a skill gain of at least 
15 points, th~ course will b~ cancelled." 

The basic procedures for analyzing your data to determine effec
tiveness and efficiency were illustrated at the beginning of Phase II. If 
you have specified decision options, you can identify which criteria 
and standards will be usedfor which options and how the data will be 
interpreted. For example, the following Phase! evaluation topic has 
been expanded to relate purposes to analysis and action. . 

To provide the warden with evaluative information on the 
performance of the work-release program by June 6, 
1977, in order to: 

• Purpose 

• Criteria and 
standards 

• Analysis 

• Interpretation 

Dech;lon-determine whether the pro
gram should be continued or modified. 

Nos. 2, 3, 4, 5, 6, and 9 

Data will be~l('lssified into input, output, 
effect, and cost-effectiveness categories, 
uncoded, with a simple frequency count, 
ratios or percent of effectiveness and ef
ficiency, aild narrative interpretation. 

Decision rule-continue if effective and 
efficient on all three criteria; otherwise, 
modify and then re-evaluate. 

At this point, it may be useful to set up dummy tables with hypo
thetical data to see if the criteria, standards, 'measures, .~md study de~ 
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sign that you selected will provide you with information useful for de
cisionmaking. In fact, if you are using your program objectives as your 
standard, you can write these in now. The dummy data may stimulate 
the administrator to consider what hel she would really do if the pro
gram were to fall short of its objectives by 2 percent, 5 percent, or 15 
percent. 

Figure 6 is an Illustration of Performance Evaluation of a Work
Release Program, using real standards but dummy performance data. 

The dummy d~ta can now be related back to the origihal purposes 
of the evaluation: 

Determine whether the program should be continued. 
The decision rule is to continue the program if it is effec
tive and efficient on all three criteria selected-place
ments, costs, and cost per placement. The dummy data 
show that it is efficient (cost per placement is less than 
planned) and effective in terms of placements. But it is not 
effective in terms of costs. The program is over-spend
ing. Therefore, the decision would be to modify the pro
gram first, then re-evaluate it to see if it should be contin
ued. 

If the results are not useful, or if you are unwi1ling to select the op
tion after seeing the data, then this is the time to revise the options or 
the judgment process. 

All of the judgment procedures should be set up so that they are 
clearly linked to the purposes of the evaluation that were specified in 
Phase I. 

B. THE DATA PROCESSING STEPS 
Once you have established how evaluative judgments are to be 

made, you are ready to determine what data will be needed and how 
they wi1l be processed. 

STEP 5: DEVELOP THE SAMPLING PLAN 
5.1 Review your needs (check the study design and 

criteria) 
5.2 Consider the alternatives: nonprobability vs. proba

bility samples 
5.3 Outline the sampling plan: population, sample de

sign l sample size. 
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TYPE EVALUATION' PERFORMANCE 

NO. CRITERIA MEASURES DATA 

EFfECTIVENESS 

Ellee!s 

2. Placement, No, .pprov~d 140 
offendors 
placed In lobs 

Output. 

3: Job, No. Jobe dev'!t- 185 
developed oped fOf 'P-

pr9vod QIf~ndel'l 

.. Employers No. employltf • 205 
contacled contacled lor lob 

Inputs 

5. Ollenders N9. aUenders 560 
approved approved fqr 

work-release 

e. Program No. dollara $269.412 
coala spent un 

work-release 
program 

EFFICIENCY 

Inpub/offect. 

9. COli pel' No. dollall 
placement !2!!!L- $269.412 • 11924.37 

No. appro..,ed ,040 
olf'Jndera 
placed 10 
Jobs' 

~ means greller thin ~r equal to 
:S meln, less Ihal'! or aQuallo 
t. means plus or minul 

STA'lDARD' PROQRAM PLAIl ANALYSES 

EFFECTIVENESSI 
M~ASURE. DATA EFFICIENCY INTERPRETATION 

No. approved ~125 :~."21'o .. Exceeding oblec'lv •• : 
oflenders expected very oUtclive 
to be pllced In Jobs 

14GoI25. +15 

NP. lobs expected ~150 ~~ ·11~ + EJectedl"Q objec"v,,; 
10 be developed very .".ctlve 
lor approved 
ollendera 165·150 •• ,5 

No. employer. 8)1, ~200 
: .,03". 

.. Meeting abJectlvol 
peeled to be cQn-
tleled tor lobs 

205·200. +5 

No, ollender. lit- ~5:t.5"'. 41:""'57 :~ ·,23'-
.. IntUactlve; too many 

peeled to be .~ In program 
proved lor work-
release 56lJ.04S7'" +t03 

NO. dollars S $249.500 
;::;: -108% 

• Overlpendlng; 
bodgaled lnelfecUve 

~:::~,- +19t9t2 

No. dollars 
~ $2"9.500 '" S $1996.00 ~.96% .. meeting obl.c1lyel~ 
No. approved 125 1996.00 elflelanl; COIJ per 
oUende,. ex-

1::::~ . -71.63 

placement len 1han 
peeted to be planned 
placed In Jobs 
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Sampling is the procedure by which you can draw conclusions 
about a large body of subjects (a population) from information that 
you gather from only a'few of them (a sample). Sometimes you will do 
a case study. Then you will sample only one element of the total popu
lation. Sometimes you wiIllook at the entire population, a 100 percent 
sample or a census. Anything in between is a sample. Your study de
sign will help you identify what needs to be ~ampled and how precise 
you have to be. Experimental designs will require more careful sam
pling than non-experimental designs.'" 

Your subjects and criteria will also suggest your sampling needs. 
For example, if you are assessing probat;\onofficers' training needs, 
you will probably have to sample probation officers. 

In choosing a sampling design, you have a variety of alternatives. 
The major sample forms are listed below: 

• Nonprobability (Every unit does not have an equal 
samples chance for selection) 
-Accidental Take whatever units are available 
-Quota Take a certain nl.lmber of each type of 

-Purposive 

• Probability 
samples 

-Simple 
random 

-Stratified 
random 

-Systematic 
-Cluster 

-Combinations 

unit to fill quotas 
Hand-pick the units to meet your needs 

(EVery unit has an equal* chance for se
lection) 
Select each unit at random 

Select a fixed percentage of each type of 
unit at random 
Select every nth unit 
Select a subgroup of the population and 
sample from that 
Employ purpo~ive and simple random 
samples, cluster and systE\matic samples, 
etc. 

In outlining your sampling plan, you should define What is to be 
sampled (the inmate population, the parolees, the haffway houses). 
Some. evaluations may have several populations to be sampled (volun
teers, client records, counseling sessions). . 

* Actually, some sampling methods employ unequal selection probabilities that 
can then be corrected with inverse weights. The precise term to use here 
would be a known nonzero probability rather than equal chance. 
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In defining the populations, three charGlcteristics should be speci
fied: 

• Content 

~ Extent 

• Time 

What is the main area ofinterest~for ex
ample, skills, attitudes, characteristics? 

To what extent does the population va; . 
in terms of geography, age range, profes-
sion, income, offense? • 

What is the time period being sampled"
a point in time, such as December 31, 
1975, or an interval, such as January 1, 
1975, through December 31, 1975? 

. The population should be defined in terms of the characteristics or 
events to be sampled. For example, if one of thEl measures is number 
of parolees, a sample may be needed to obtain data on their char(lc
teristics, such- as age, type of offense, rli!lease date, etc. 

Next, you should select an appropriate aesign for each sample. If 
you are not going to select a probability sample, merely select as many 
members as you can of the population being sampled. If you are going 
to select a probability sample, you may need help. Any university and 
many consulting firms can supply it quickly and cheaply. 

Finally, you need to select a sample size. Size will depend on sample 
design and the degree of precision you need. Again, you should con
sult an expert. 

STEP 6: DEVELOP THE DATA 
COLLECTION PLAN 

6.1 Review your needs (check the critli'ria and sampling 
standards) 

6.2 Consider the alternatives: direct observation, direct 
reports, records 

6.3 Outline the data collection plan (soutces, methods, 
instruments, frequency, and timing). 

The criteria and 'standards constitute lists of items that need to be 
collected; the sampling plan defines the sources. The timing specified 
in Phase I gives you the frequency and timing for collection of the data. 

There are three pt:incipal data collection alternatives open to you: 
direct observation, direct reports, and records. The first two produce 
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what is sometimes called primary data. In corrections, there are many 
primary soUrces: inmate interviews, observations of training ses
sions/ classification tests. Records are often called secondary data. 
The most common are statistical reports, special study reports, news
paper and journal articles, and evaluation reports. The following are 
the general data collection procedures available to you: 

• Direct Observation 

-Unstructured 

-Structured 

• Direct reports 
-Free 

association 
-Unstructured 

interview 
~Semi-structured 

interview 
-Structured 

interview 
-Tests 
-Inventories 

• Records 
-Statistical 
-Dpcume:nts 

(The observer may be a participant or a 
nonparticipant.) 
No predetermined list of topics to be ob
served 
Specific topics selected for observation 

Respondent says anything he/she 
wishes; no set questions 
Selected topics are explored in depth 

Open-ended questions 

Specific questions with a fixed choice of 
answers 
Psychological, medical, laboratory, etc. 
Lists of characteristics, supplies, per
sonnel, etc. 

Census, labor statistics, birth rates, etc. 
Legal, personal, government, business, 
etc. 

-Secondary reports Newspapers, research reports, etc. 

In outlining your data collection plan, you should identify the data 
sources (the people, files, documents) and methods (observation, re
ports, records) that you will use. You should also identify the instru
ments that will be used (Written tests, physical tests,face-to-face in
terview schedules). Finally, you should define the timing of the data 
collection: When will it begin? When will it end? How often will it take 
place?' 
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STEP 7: DEVELOP THE ·REPORTING 
PLAN 

7.1 Review your needs.jaudience, timing, frequency, 
purpose) . . .. 

7.2 Consider the alternatives: oral, visual, both 
7.3 Outline the reporting plan (medium, format, timing, 

style). 

How will the data be reported-orally, in writing, or by a I:ombina
tion of these methods? What media will be used: graphs, slides, or 
memoranda? How often and when should the data be reported? 

A report should be a statement of the findings on the effectiveness 
or efficiency of th<t subject evaluated. 

To prepare your reporting plan, first review your needs. Who is the 
principal audience? What type of report would that audience prefer? 
Social scientists might prefer detailed written reports, while admini
strators, the public, and politicians might prefer shori w,iUgn or oral 
presentations. If there are multiple audiences, you may need multiple 
reports. 

The purpose of the evaluation will guide you as well. The report 
should address the purposes identified in Phase 1. If there are decision 
options, the report should include recommendations on those op
tions. 

The deadline for the evaluation and the frequency of evaluation w\ll 
also guide you, Obviously, the report should be presented before the 
decision deadlines. 

There are many ways to present a report. Among the more com
mon oral and visual approaches are the following: 
Oral Visual 
One-on'one Article 
Lecturer _ Summary/abstract 
Small group Handout/throwaway 
Panel Slides 
Conference Flip charts 
Mass media broadcast Graphs 
Question-and-answer 

Once the medium and format are chosen, the style of presentation 
should be seleeJed. The style will depend greatly on the audience ad
dressed and the media used. One group may prefer a technical pre
sentation, another may prefer "plain talk," devoid of jargon. The 
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timing arId frequency of reporting shQuld also be determined. Will this 
be a omi·shot report, or a periodic report? Fina!!y, it is important to 
outline some procedures for feec!back. The audience should be able to 
probe for clarifications as well as comment on the utility of the evalu· 
ation. 

C.MANAGEMENT 

STEP 8: DEVELOP tHE MANAGEMENT 
. PLAN 

8.1 Review your needs (prodUcts, tasks, time·frame or· 
ganization, resources) (. 

8.2 Consider the alternatives: organization, resources 
8.3 Outline the management plan (organization, staff· 

ing, tasking schedule, budget, monitoring, and super· 
vision). 

Once the technical plan is completed, you can put the management 
plan together. This planshould outline the tasks to be accomplished, 
the schedule. for completing those tasks, the staffing and organiza· 
tional pattern, the budget, and the monitoring and supervision stra· 
tegy. 
There~re many ways to develop the plan. One is to identify your 

needs first, compare them with the resources allailable (or obtain· 
abie), and then reconcile the difference. For example, you Can begin 
by identifying the products you need to develop (for example, an 
evaluation design, a pre· test report, a sampling plan, a final report). 
Then you can identify the tasks you need to carry out to develop those 
products (develop data collection instruments, draw a sample, inter· 
view parolees); the schedule that must be followed to complete the 
tasks on time; and the resources you will need to complete each task 
(staff, equipment, funds). You may also have some administrative reo 
quirements to consider, such as coordination among departments, 
control of data, access to inmates, etc. 

There are some simple management tools that you can use. * One is 
a chart that includes the major tasks and products and the schedUle. 

"See Appendix B for samples. 
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Tasks and Schedule 

Tanks 
~, J~!l Feb Mar Apr May June 

1. Complete design ' ;' - -
2. Complete 

instruments • - ;---
3. Draw sample I-
4. Train interviewers -
5. Collect data 
6. Analyze data -
7. Prepare report * -
• = product 

~ Another is a chprt for estimating the personnel requirements for 

1 each task-broken down by type of skill and number of workdays, 

. j with the ~cheduled completion day for each task given . 

J Estimate of Persondays Required i :,". 
t 
,t Tasks Day , 
'< Due Admin. Eval. Stat. Sec. Total ) 

\ 
IJ 1. Complete -:"'J 

j design 15 2 7 1 11 
J 2. Complete 1. 
" 

instruments 35 10 2 4 16 t 

! 3. Draw sample 40 2 3 1 6 
,~ 4. Train 

-I' interviewers 40 2 2 4 
-:f 5. Collect data 90 10 5 15 
"i 

6. Analyze data 90 1 9 3 4 17 d_ 
J 7. Prepare report 100 2 5 1 4 12 

,oJ 

<~ 
',J 

:"'1 ,.~ 

? Total 100 5 45 10 21 81 
:l 
~ 

~ 
Direct labor costs 1 x dally rate $94 $67 $60 $39 

l Personnel $471 $3015 $819 $4305 rf , 
$600 $ 600 , Consultant, 

Total labor $4905 , ," 
i~ 

~ 
47 I 

l'il 

I 
,~. 

:~ 

I ~ \1 



, A third tool is a simple budget format you can also use to ~?timate 
other resource requirements and the total estimated cosiof'the 
evaluation. 

Project Resource ·Requl!'ements 
" /:i 

Item $ Oescrlpl/on 

Personnel 4,305 Administrator, in-house evaluator 
secretary (71 days total) 

Fringe benefits 431 
(10%) 

Consultants 

Supplies/ 
materials 

Equipment 
Facilities/space 

. Postage/freight 
Reproduction 
Telephone 
Travel 
Per diem 
Miscellaneous 
Total 

600 Statistical consultant (10 days) 

100 Office supplies, interview forms 
No additional equipment needed 
No additional equipment needed 
None II 

50 Copie5 Odrltettiew instruments 

50 Call,'i to consultant 
II 

80 Con'$,ultant travel 
40 Cons)~ltant per diem 

100 Contingency 

5,756 Total direct costs, no overhead 
charges 

When it comes to resources, the principal Cll'<1S to consider are 
funds and staff. You probably already know how much money you 
have in your regular budget for evaluation. If additional funds are 
required, you may get them from discretionary budgets, special funds, 
grants, contracts, and so forth. 

Staff can come from inside or outside your agency, Stuart Adams 
identified four alternatives for staffing evaluation efforts. * The advan· 
tages and disadvantages of each are summarized here. 

*Op. cit., pp. 29·33: Also see Weidman, op. cit., pp. 33·39. 
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In-House Research Staff 
Advantages 
Usually does best work 
Staff familiar with program 
Readily available and 

accessible 
Follow-up of evaluation 

possible . 

Disadvantages 
May lose objectivity 
Difficult to attract and retain 

qualified staff 
Costly to maintain pem1anent 

staff 

University Faculty 
Advantages 
Highly trained and skilled 
Readily availZlble 

Disadvantage5 
May be inflexible, hIghly 

theoretical, impractical 
Limited time avaIlable 
Lack of interest 
Use of incomprehensible 

jargon 

Private For-Profit Research Firms 
Advantages 
Strong in technique and 

methodology 
Interested in client's programs 
Businesslike 
Concern for doing work th?,t 

the client will judge ;' / 
satisfactory .. 

Disadvantages 
Weak in correctional knowl

edge and theory 
Naive about agency's 

objflctives and procedures' 
Some overly concerned about 

making profit 
Often use incomprehensible 

jargon 

Private Non-Pro/it Research Firms 
Advantages Disadvantages 
Usually strong in correctional Evaluation staff not usually 

knowledge and experience specialists 
Committed to advancing the Limited number of firms 

field Usually smallir. size 
Willing to do pioneering work 

Other sources ~f personnel include State Planning Agencies, 
volunteers, college students lOOKing for thesis topics, artd corrections" 

49 

l_~ ______________ .~~(-,,-'i! ____ --'---~_--'----____ ___' 



t) 

· staff and clients. Some researchers have suggested using guards and 
inmates to collect data. 

Once you have considered the alternatives, you should be ready to 
outline your management plan: 

1. Specify the organizational structure, staffing, roles, and rela
tionships. This involves assigning tasks to individuals, clarifying 
decision authority and reporting relationships, and describing what 
each individual will do and whom he/she will work with. 

2. Complete the tasking and scheduling. This can be done by 
revising the chart you have already developed. 

3. Complete your budget. Again, you can simply revise your draft 
budget. . 

4. Outline your monitoring and supervisory system. The organiza
tional structure, staffing pattern, tasking, schedule, and budget may 
be enough for a simple management information system. You can use 
these plans to monitor the performance of the evaluation. 

IV. PHASE III: CONDUCTING AND MANAGING 
THE EVALUATION 

The. third and last phase of an evaluation process is the 
implementation of the evaluation desrgn and the production of the 
results. Phase III consists of five steps: 1) making siaffassignments for 
the evaluation; 2) deveioping the~valuation and management 
procedures; 3) pre-testing and revising the evaluation procedures; 4) 
collecting and analyzing the data and reporting the results; and 5) 
developing strategies for using the evaluation findings. Ideally, the 
product of this phase will be information that fits precisely the purpose 
that you identified in Phase I. 

STEP. 1: MAKE STAFF ASSIGNMENTS 
FOR THE EVALUATION 

Once you have the go-ahead on your proposed methodology, you 
Can begin. Formalizing the staff assignments is often a first step. Since 
you have already developed your 'organizational plan, staffing pattern, 
and so forth, you sholildbe ready to go. If you will be using new staff, 
you should allow time for ·their recruitment, selectiorl; and training. 
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STEP 2: DEVELOP THE EVALUATiON 
AND MANAGEMENT PROCEDURES 

2.1 Review your needs (from Phase II: measurement, 
sampling, data collection, data analysis, reporting, 
management procedures) 4 

2.2 Consider the alternatives: develop tbem yourself, 
, consult experts 
2.3 Develop the procedures. 

Unless you have a very simple evaluation methodology, you will 
probably have to develop some data collection instruments, computer 
processing instruments, and so forth. There are many standard texts 
that deal with these subjects and quite a few experts whom you can 
consult if you need help, 

Here are some of the procedures you may need to develop or have 
developed: . 

• Measurement 

• Sampling 

• Data collection 

Operational definitions of the measure 
,,(how to define contacts, visits, direct 

costs, recidivism); construction of 
measures (averages of inmate days, 
measures cf skill gain}; instructions (how 
to derive dropout rates from other 
measures) 

Operational definitions of the 
populations to be sampled (how to define 
the inmate population, the halfway 
houses to be sampled);' procedures for 
calculating sample sizes, sampling. error, 
confidence limits; procedures for 
drawing the sample (list the names of all 
participants, assign numbers, select a 
number from a random number table) 

Construction of the instruments 
(interview schedules, -tests, ques
tionnaires); instructions to interviewers; 
training procedures for interviewers; 
forms for recording data 
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• Data analysis Instru<;tions for classifying data (group 
the inmates by fille-year age groups); 
coding .instructions (code "Yes" as 1, 
"No" as 2); tabulation instructions 
(cross-tab variables 2 and 5); statistical 
wocedures (regression, chi,square). If 
you are planning to use computers, you 
may alSo have to develop programs, as 
well as key punch, editing, sorting, or 
Dther processing instructions 

• Data reporting Report forms, reporting instructions, 
printout formats 

• Man~,gement . Detailed budgets, schedules, job de-
scriptions, personnel records, financial 
reports, staff communication pro
cedures. 

Once you have listed your needs, you, will be in a better position to 
determine whether you and your staff can develop the procedures or 
you will need outside help. This may be an appropriate time to review 
your tasking and scheduling, Now that you have a more detailed view 
of the technical and managerial needs, you may want to revise your 
management plan to provide yourself with the level and type of 
assistance you need. 

STEP 3: PRE-TEST AND REVISE 
THE EVALUATION PROCEDURES 

3.1 Review your needs (time, resources, staff, 
methodology) , 

3.2 Consider the alternatives: review, simulation, field 
tests 

3.3 Implement the pre-test (select the procedure, 
conduct the test, refine the evaluation). 

, If the evaluation procedure is simpTe, you may not need to pre-test. 
To decide whether and what type of test you need, consider four 
factors: 

• Time and 
resour.ces 
available 

Where you have little time and few 
resources for evaluation, you would 
probably settle (or limited procedures. 
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• Complexity of the The greater the complexity and 
procedures sophistication of the evaluation 

procedures, the greater the need for a 
careful test, so that you can work out any 
problems before the field work begins. 

• Significance of 
the evaluation 

• Skills of the staff 

The more important evaluations should 
be carefully tested to make sure that the 
information desire'd will be produced. 

If you have any doubts about the skills of 
your staff, or if you have a newly trained 
staff, a pre-test is a good opportunity to 
give them some practical experience. 

Once you have identified your needs, you' should select an 
appropriate testing procedure. Three common approaches are: 

• Review 

• Simulation 

• Field test 

Involve experts, typical subjects, or some 
of the target audience irt examining the 
evaluation design and procedures. Do 
they appear to them to be on target, 
understandable, Pf?ctical? 

This could oe done by role playing or by 
manufacturing hypothetical data to test 
procedures. ' 

This would involve a pilot run of the data 
collection; analysis, and reporting 
procedures, conducted at a site similar to 
the one where the evaluation will be 
implemented. 

Once you have selected your approach and conducted the test, the 
results can be used to revise the topic, the methodology, the pro
cedures, or any other part of the evaluation. 

STEP 4: COLLECT AND ANALYZE 
THE DATA, AND REPORT 

THE RESULTS 
4.1 Implement the evaluation plan (draw the sample, 

collect the data, analyze the data, report the findings) 
4.2 Identify and solve problems. 
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You are now ready to implement your evaluation procedures. 
Implementation involves: 

• Drawing the sample 
• Collecting the data 
• Analyzing the data 
• Reporting the results. 

Your principal concerns at this point are to follow the evaluation 
plan and pl;ocedures that you have refined and to solve any problems 
that might al'ise. Here are some typical problems that have been 
encountered in' c9rrections evaluation:* 

• bttera,ction of Evaluation and Pro~ram Op~rations 

Sometimes the evaluation interferes with program operations-for 
example, when an inmate survey causes delays in work schedules or 
l~ds to grumbling and unrest. At other times it is the reverse-that is, 
the program operations interfere with the evaluation-such as when 
inmate work schedules interfere with interviews. 

• Discrepancies Between Planned and Actual Program 
Activities 

Sometimes the subject to be evaluated does not operate as 
planned. For example, the counseling services are not provided; the 
recreational schedules are not followed; the planned probation visits 
do not take plaG:e; the grievance procedures are changed; or the 
training program is delayed. A common problem in controlled 
experiments is contamination, where a control group that is not 
supposed to get an experimental program is allowed to participate 
because "it would be unfair to deny them the opportunity." 

• Changes in the Needs of Administrators 
Sometimes an' administrator changes his/her mind about an 

evaluation, either because of second thoughts, a shift in priorities, or a 
declining need for the information. Organizational and personnel 
changes can also affect the evaluation-for example, when the 
warden who wanted the evaluation is replaced by onewho has other 
needs and interests. 

• Technical Difficulties 
Finally, there are th.a°j)~:Oblems of unavailable data, incomplete 

samples, errors in datafc,j'jlection, bugs in the computer program, 
coding problems, and so forth, 

*For a more detailed discussion, see Weidman, op. cit., pp. 13·16, 26·30. 
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\; Typical solutions to these problems usually involve serious 
management decisions: 

• Intervention by the Evaluator 

The evaluator might step in to straighten out a program that is not 
operating as planned or advise the program staff on how to perform so 
that the evaluation is not jeopardized. To do this successfully, the 
evaluator's authority for program operations must be clearly specified 
and understood by all. 

• Intervention by the Administrator 

The administrator might assume this role, taking a firm hand in 
conducting the operation of the subject being evaluated. 

• Modification of the Evaluation Design 

This could involve one or several parts of the design-modification 
of the data collection procedures, alternation of the study design, 
changes in the timetable, and so forth. Usually, a change in one part of 
the design will have implications for a!1 other parts. 

• Termination of the Evaluation 

This is a radical step, but if the evaluation is no longer able to 
-produce valid and reliable information, it may be prudent to halt, and 
re-invest the resources in something more productive. 

• Cor:-tinuation with No Changes 

This can be equally radical, if the evaluation has been compromised 
significantly. But the administrator and evaluator may feel that some 
information will be better than none and decide to continue. 

STEP 5: DEVELOP STRATEGIES 
FOR USING THE EVALUATION FINDINGS 
5.1 Review the evaluation findings (primary report, other 

literature) 
5.2 Evaluate the evaluation (did it meet its objectives, 

was it efficient?) , 
5.3 Develop action strategies (take no action, dis

seminate results, make recommendations, develop 
neW programs" modify existing programs, tetminate 
programs, ,investigate further). 

55 

------__ ~ ______ ~ __________ ~ ________ ~ _ ____1 



Evaluation findings should be reviewed from the perspective of the 
decision options (or evaluation purposes) identified in Phase I. 

In reviewing the evaluation report, both the evaluator and the 
administrator should anticipate that they might encounter some 
unexpected or undesirable findings. These must be dealt with 
alongside the expected and desired findings. Also, other Iiterl'lture 
should be reviewed as a matter of routine to supplement the findings 
of the primary reports. In fact, evaluators should set up information 
accumulation and screening systems that would provide,. admin· 
istrators with summaries of relevant research and evaluation findings. 

You should also evaluate the evaluation. Both the evaluator and the 
administrator should assess the utility of the evaluation. Did it meet 
the objective stated? Was it conducted efficiently-that is,. on time and 
within the budget planned? Are the results useful? Adams noted that 
"Researchers and funders of research in corrections often complain 
that research products are not used by correctional administrators 
and their staffs:'* There are some good reasons fOf this: 

• The recommendations are not acceptable to the administrator. 
• The staff does not agree with the findings. 
• The criteria and standards are unacceptable. 
• The subject matter is irrelevant. 
• The findings are not useful. 
• The recommendations are not feasible. 
• The findings are inconclusive. 
• The findings are incomprehensible. 
Most of these constraints to .l,Ise of the evaluation can be overcome 

by following the evaluation guidelines that have been presented. The 
problems reflect a lack of communication between the evaluator and 
the user. If the target audience is identified and involved in specifying 
the topic, developing the evaluation plan, and implementing the 
evaluation, there is every reason to believe that the results will be 
useful. But even that cannot be left to chance. Once the results are in 
and reviewed, you must evaluate the evaluation to determine whether 
any changes in its topic, design, or conduct must be made in the 
future. Finally, you need to outline some action strategies for using the 
findings. 

You should begin by relating the findings to the original pllJPose of 
the evaluation. Now that you have the data, are the options still 

*Weidrnan, op. cit., p. 34. See also pp. 31·32. 
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workable? Should they be modified or dropped? Should new options 
be added? . 

Next, you can identify the COUrses of action open to you and some 
strategies for using the evaluation results: 

OPTIONS 

• Disseminate the 
findings 

• Recommend 
action 

• Take act.ion 

STRATEGIES 

Disseminate to the target audience as 
planned 
Send summaries to key figures in the 
legislature, SPA, LEAA, etc. 
Telephone the press 
Present to a professional journal or 
convention 
Incorporate into agency literature 
Integrate into staff training courses 
Distribute reports to similar agencies 

Make recommendations to the target 
audience as planned 
Identify other key actors who might take 
action and make recommendations-the 
governor, the parole board 
Recommend action to a constituency or 
interest group. such as the ACA, 
community groups 

Review the action options identified and 
select one as planned 
Feed the results into planning by 
involving the evaluator in planning 
sessions 
Feed the results into program de
velopment by organizing an advisory 
group or task force to recommend a new 
program approach 

Propose budget increases using. the 
evaluation as backup; take the evaluator 
to the budget hearings 

Modify- the subject evaluated 
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Terminate the program 

Begin action to evaluate the subject in 
more detail. 

With the selection of decision options and action strategies, the 
evaluation procesS completes its cycle by feeding information and 
judgments into management to help administrators make decisions 
about program planning and operations. If the results are 4~eful, one 
of those decisions may be to conduct another evaluati9ri~and you 
begin again with Phase I. 
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PHASE I: SELECTING THE EVALUATION TOPIC 

STEP 1: Identify the Evaluation Prioriti~~_ _- -:;::::::>-. 

1.1 Identify your evaluation interests-consideriandlist questions 
to be .answered, hypotheses to be tested, judgments and 
decisions to be made, program goals and objectives, problem 
areas, major issues 

1.2 Rank order these interests according to their utility-consider 
utility for management, public relations, accountability, rep
utation 

1.3 Negotiate consensus on the order ofrankirig(priorities) 

STEP 2: Clarify the Evaluation Subject 
2.1 Review the relevant literature, documents, records 
2.2 Identify the object, person, or event to be evaluated 
2.3 Determine the number of subjects to be evaluated 
2.4 Identify any features to be given special emphasis . 
2.5 Identify the type of evaluation to be conducted: need, design, 

performance, impact 

STEP 3: Clarify the Objectives of the Subj,ect • 

STEP 4: Specify the Objective of the Evalu:ation 
4.1 Identify the target audience of the evaluation 
4.2 Define the purpose of the evaluation in relation to the target 

audience: information, jUdgment, decisionmaking 
4.3 Specify the decisions and the decision options the evaluation 

should address 
4.4 Determine the deadline(s) for the evaluation and thl~ frequency 

of conducting 1~ 

STEP 5: A~~~rtain the Feasibility of the Evaluation 
5.1. Determine whether the evaluation can be conducted 

• Identify any technical problems that might Ihake the 
evaluation impossible: lack of d1~ta, no objectives, rio way to 
measure impact 

• Estimate the resources pot~nfic:lly available and compare 
those with what might be req~ired; or determine what could 
be done with the available resources of staff, money, time, 
and equipment . 

5.2 Determine the probability that the results will be used 
• Identify. the interocll and external constraints that might 

rnhibit the use of the evaluation results . 
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• Identify the positive internal and external factors that might 
support use of the evaluation results 

5.3 Revise the subject or objective, if necessary 

PHASE II: DEVELOPING THE EVALUATION PLAN 

A. THE.JUDGMENT STEPS 

STEP 1: Select the Study Design 
1.1 Review your evaluation needs (check the purpose, audience, 

timing, constraints) 
1.2 Consider the alternatives: experimental vs. non-experimental 

designs 
1.3 Select a design 

STEP 2: Select the Evaluation Criteria 
,2.1 Review your needs (check purpose, decision options, program 

objectives, emphasis, and constraints) 
2.2 Consider the alternatives: effectiveness or efficiency or both 
2.3 Select the criteria 
2.4 Assign weights (unweighted, ranked, scores) 
2.5 Select the measures (counts, rates; ratios, proportions, 

percentages, indexes, forml.!las) 

STEP 3: Select the Evaluation. Standards 
3.1 Review your needs (see the type of evaluation and study design) 
3,2 Consider the alternatives: need, demand, plan, past per

formance, similar subjects, control groups, requirements, pro
fessional standards, optimal model 

3:3 Select the standii'rds 
3.4 AS$i~n weights 
3.5 Select the measures 

STEP 4: Develop the Analysis Plan 
4.1 Review your needs (review the purpose, study design, criteria, 

and standards) 
4;;2 Consider the alternatives: statistical or nonstatisticcd 
4.3 Outline the plan: classification, codification, tabulation, sta-' 

tis tical manipulation, interpretation 

B. THE DATA P,~OCESSING STEPS 

STEP 5: Develop the Sampling Plan 
5.1 Review your needs (check the study design and criteria) 
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5.2 Consider the alternatives: nonprobability vs. probability 
samples ' 

5.3 Outline the sampling plan: population, sample design, sample 
size 
STEP 6: Develop the Data Collection Plan 

6.1 Review your needs (check the criteria and sampling standards) 
6.2 Consider the alternatives: direct observation, direct reports, 

records 
6.3 Outline the data co\1ection plan (sources, methods, instru

ments, frequency, and timing) 

STEP 7: Deveiop the Rep;;>rting Plan 
7.1 Review y<1:~lr needs (audience, timing, frequency, purpose) 
7.2 Consider the alternatives: oral, visual, both 
7.3 Outline the reporting plan (medium, format; timing, style) 

C. MANAGEMENT 
STEP 8: Develop the Management Plan 

8.1 Review your needs (products, tasks, time-frame organization, 
resources) 

8.2 Consider the alternatives: organization, resources 
8.3 Outline the management plan (organization, staffing, tasking 

schedule,. budget, monitoring, and supervision) 

PHASE III: CONDUCTING AND MANAGING THE' 
EVALUATION 

STEP 1: Make Staff Assignments for the Evaluation 

STEP 2: Develop the Evaluation and Management Pro-
cedures (/ 

2.1 Review your needs (from Phase II: measurement, sampling; 
data. collection, data analysis, reporting, managenlent 
procedures) 

2.2 Consider the alternatives: develop them yourself, consult 
experts 

2.3 Develop the procedu:es 

STEP 3: Pre-test and Revise the Evaluation Procedures 
3.1 Review your needs (time, resources, staff, methodology) 
3.2 Consider the alternatives: review, simulation, field tests 
3.3 Implement the pre-test (select the procedure, conduct the test, 

refine the evaluation)' 
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STEP 4: Collect and Analyze the Data, and Report the 
Results 

4.1 Implement the Evaluation Plan (draw the sample, collect the 
data, analyze the data, report the findings) 

4.2 Identify and solve problems 

STEP 5: Develop Strategies for Using the Evaluation 
Findings 

5.1 Review the evaluation findings (primary report, other literature) 
5.2 Evaluate the evaluation (Did it meet its objectives? Was it 

efficient?) 
5.3 Develop action strategies (take no action, disseminate results, 

make recommendations, develop new programs, modify 
existing programs, terminate programs, investigate further) 
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8-1 
WORKSHEET FOR SUMMARIZING 

THE EVALUATION PLAN . , 

PHAS~ I: SELECTING THE EVALUATION TOPIC 
1. Priorities '"-' _______________ ~ 

2. Subject and Type of Evaluation ___ ------
3. Subje\::t Objectives ___ --, ________ _ 
4. Evalu~\tion Objective ____________ _ 

Target Audience 
Purpm\e ________ _,_----,-----
Decisions/Options _________ __,_---
Deadiioe/Frequency ____ -..:.. ___ --~--

5. Feasibility _______________ _ 

PHASE II: IOEVELOPING THE EVALUATION PLAN 
1. Study D1esign 
2. Criteria ___ -----_------
3. Standards _________________ -

4. Analysis Plan 
5. ~amplin~J Plan ______________ _ 

6. Data. Collection plan 
7. Reportin!J Plan ____ '-'-=-__________ _ 

8. Managerrient Plan ____________ _ 

Tasks 
Schedule ________ ~ ______ _ 

Cost' 

PHASE III: CC)NDUCTING AND MANAGING 
THE EVALUA1rJON 
1. Evaluation!:Staff _____________ _ 

2. Evaluation :and Management Proc'edures 
3. Pre-test and Revision __________________ ~ 

4. Collection, Analysis, and Reporting 
5. Use of Findings' _____________ _ 

Evaluation of the Evaluation 
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B-2 
WORKSHEET FOR PHASE i: 
SELECTING THE EVALUATION TOPIC 

SUMMARY: To provide ___ with evaluative information on 

by in order to 

PRIORITY NO. 

AREAS OF TYPE 
SUBJECT EMPHASIS EVAL. OBJECTIVES 

i,1 
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TARGET " DUE 
DECISIONS OPTIONS AUDt"ENCE DATE . 

I' 

I 
/ 
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8-3 
WORKSHEET FOR PHASE II: 
DEVELOPING THE EVALUATION PLAN 

CRITERIA MEASURES SAMPLE/DATA 

"~ 

I 

:\\ 

J 
c>,r~,l 
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SOURCE 
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, 

\ 

'or, . 

I 

DATA 

, ' 
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TASKS AND SCHEDULE WORKSHEET 

PAYS/WEEKS/MONTHS 

TIME LINE 

.~ TASKS 
, . 

, 

. 

<I 
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TASKS AND STAFFING WORKSHEET 

I 
~~E ~IMATE OF PERSONDAYS/ 

_ DAY (I 
------------+-----~-----~~,\~\----------------"\\ 

',' ~ 

'1 1, 
/) 

TASKS 

-------------i----------r--,,-------------... -Ie 

--~--------+------------+-------------,,---~y~ 

TOTAL$ 

DIRECT LABOR. COSTS 

$ COST X TIME = 

74 _. _____________ _ 



- ------------------~----

HOU~S REQUIRED 

'TOTALS 

" 

/I 
.) 

" 

\\~--,--~...,..,.;---------------
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B-6 
BUDGET WORKSHEET 

ITEM $ 

Direct Labor Gosts 
. {. 

Fringe Benefits'c:,\ " 

Consultants 

Supplies/mater~als 

Equipment " 

Facilities/space " 

'. 

Postage 
" 

Reproduction 
~:. " 

l:'i'elephone .. 

Travel 
() ) 

-, 

Per diem " 

,""\ 

Miscellaneous 

Other 
'" 

c. 

" " 

Ttl ? )';~ c;. 
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DESCRIPTION 
If -------l-----.:....-~-----------_ii""'. ----f 
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