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Developing Evaluation Plans

Our discussion today is about developing evaluation work
plans.

The class will last for an hour, and include some small
group, hands-on efforts to rough out a work plan for a
hypothetical evaluation.

Please feel free to stop me if you have questions or
observations about what we are discussing.



*Major Stages in an Evaluation

= Preliminary Research
= Scoping and Planning
= Fieldwork

= Writing, Quality Assurance, and
Publication

As you know, there are usually four major stages to an
evaluation.

In most reviews, you begin with some preliminary
research, which is often fairly broad, to familiarize yourself
with the topic and the background of the specific request or
directive.

Then, before you dive into gathering and analyzing
information through fieldwork, you pause and organize your
quest, your team, and your resources. This is the time to
scope and plan your review, and to develop your evaluation
plan.



i Scoping and Planning

= Identify the specific questions or issues you will
address

= Develop your evaluation plan and timelines

= Plan for internal and external communication
throughout the evaluation

In this phase, you will ... [slide text]



i Finding the Practical Balance

= How can we provide the most value in the
time and with the resources we have available?

= How much do we need to do to be able to
answer the questions?

= What will we be able to say with this
information?

= What risks do we face by doing or not doing
additional fieldwork?

As we get into the details of scoping and planning a review,
it is important to keep a practical frame of mind.

Our office wants to provide the best product possible. But,
it also operates under very real resource constraints. Your
time IS money, and the office has a limited amount of
resources to allocate among its work projects for the year.

So keep these questions in mind as you brainstorm and
prepare your plan... [slide text]



Evaluation Questions

Evaluation questions might address:

= Program compliance (procedures, policy adherence)
Program efficiency (service provided, clients served)
Program effectiveness (results)

Program economy (cost)

Options for implementing or revising the program

Process evaluation
Outcome evaluation
Policy analysis

Legislative evaluations can address many types of
questions. Some of the main types are shown here.

Generally speaking, questions about the first two bullets,
compliance and efficiency, are considered process
evaluations.

Program effectiveness and economy questions, the next
two bullets, are typically used for outcome evaluations.

And policy analyses focus on questions of how to
implement or revise programs or compare multiple
programs.

Some evaluations are hybrids. The bottom line is to get the
information your legislature is requesting, regardless of
what it is called!



Sample
i Process Evaluation Questions

= How much of the target population is
being served?

=  What services are they receiving?

= Are required background checks
performed?

= Is the program hiring and retaining
qualified staff?

Let’s look at some of the variety of questions and issues
that we may be called upon to address.

Here are some sample process evaluation questions...,
[slide text]



Sample
$ Outcome Evaluation Questions

= Do participants of the job-training
program obtain and remain in targeted
jobs for a specified period of time?

= Do drug court graduates have lower
recidivism rates than similar offenders
who were sentenced to prison?

And some sample outcome evaluation questions...[slide
text]



Sample
* Policy Analysis Questions

= How could the groundwater protection
program be restructured to better
achieve its legislative intent?

= What resources would be required for
each option?

= What are the advantages and
disadvantages of each option?

And finally, some policy analysis questions. [slide text]

Two things that | really enjoy about our work are the variety
of topics and the creative problem-solving that goes into
refining and narrowing the possible questions and methods
down to a specific plan.



“oors T e

Big picture roadmap Details!!!
of which questions What information
the project will will the team
answer collect?

Which methods

will it use?
. » ’?
[What is included: Who will do what

What is excluded?] when?

In scoping, we delineate the boundaries of the project.
What we decide to exclude is as important as what we wiill
pursue during fieldwork.

From there we move to putting a plan down on paper. It
should include specific details such as... [text on right side
of slide].



Elements of a Finding (5 C's)

= Criteria (what should be)

= Condition (what is)

= Cause (what happened)

= Consequence (significance)

= Corrective Action (recommendation)

10

If you are struggling with what to include and exclude in
your plan, it is useful to consider the “5 C’s.”

Unless you have been directed to address a very specific
and narrow question, most readers/legislators will want to
know this about the topic at hand:

[slide text]

Let's look at them individually for a few minutes.

10



Identify Criteria

=

Many possible sources to define the desired condition

= Identify standards (review law and rules, program
authorization, contracts; literature for benchmarks for
similar programs that are published through federal,
state, local, or professional association sources)

= Consult experts (program and research) in the
relevant substantive area

1

There are many possible ways to identify the criteria, or the
way things should work.

Many times the criteria are specified in law. If not, you can
consult other documents, including administrative code and
contracts, or literature from other states or other levels of
government.

Professional association sources are useful too, such as
American Correctional Association Standards.

You can also consult audit topic experts in your or other
states.

11



Develop Operational Definitions
for Criteria

= For example, a unit of treatment will be
one hour of multi-systemic therapy

= Will recidivism be measured by arrests
or convictions and for how long after
drug court completion?

= Will reading success be making specified
gains or reading at a specific grade level?

12

Sometimes the operational definition of the criteria is also
specified in law. If not, it will be important for the team to
operationalize the criteria so that there is agreement and
specificity about what your standard will be.

[slide text]



Identify Condition

+

= Is the program providing the contracted
amount of multi-systemic therapy to
clients?

= What is the recidivism rate for drug
court graduates?

= Are participants making reading gains?

13

Condition, or the way things actually are, is important to
legislators in almost any evaluation.

Some example of condition questions include...[slide text]

13



Identify Cause

4

= Are salary, conditions, or availability
making it difficult to hire MST therapists?

= Is a residential treatment option
available for drug court participants?

= Are students regularly attending the
reading program?

14

Members also want to know why things are the way they
are. Examples of cause questions are...[slide text]

This can be one of the most difficult parts of the review
because sometimes the cause is not clear.

You may or may not be able to get data you want, or you
may get it and find it is incomplete. Another factor is that
programs occur in a complex world. So, there may be more
variables at play than what your project is measuring.

We still need to proceed to get the best information we can.
However, your report should be clear about important data
limitations. You should also remember that often we are
able to demonstrate a CORRELATION rather than cause.

14



Identify
i Consequence/Significance

= Are treatment fidelity and results low due
to use of non-licensed counselors?

= Can drug courts reduce state costs by
diverting participants from future prison
sentences?

= Do reading gains justify continued funding
of the program?

15

And finally, many evaluations need to answer the “who
cares?” or “so what?” question to determine if action is
needed.

Some examples of possible significance include...[slide
text]

Also, because legislative evaluation shops operate in a
political world, the perception of what is significant or
important is sometimes fluid over time.

15



Data Collection

= Identify what you will measure, when, with
what data, and how you will record results

= If an outcome evaluation will be done, ensure
that required data exists (or will be collected
routinely through time)

16

Once you have decided what your evaluation questions,
issues, or hypothesis questions are, your team will need to
decide what information it needs to collect.

[slide text]

Remember to stay focused; what will the information allow
you to say? Get what you need but don’t spend time
getting more.

16



How Many Sites?

*

= If program has multiple sites/providers, will you
examine multiple sites or just one?

= Collecting data from a single site is cheaper, but
limits extent to which findings can be generalized

= Collecting data from multiple sites is more
expensive, but provides more ability to
generalize and reduces risk of wrong conclusions

= Budget, time, staff resources, and deadlines
drive these decisions!

17

Another thing you will need to decide to develop your plan
is how many sites or providers you will study.

Is the universe so large that a sample is warranted?

[slide text]

17



Which Data?

=

Data collection can include multiple methods and
information sources

= Client case files

= Electronic data files

= Interviews

= Surveys (mail, telephone, web-based)

= Focus groups (participants and/or staff)

18

What data will you need? [slide text]

Will you want to look at the entire universe of that data, or is
a sample preferable?

If you choose to use a sample, think through how to select
the set.

* Enough to allow statistically significant results?
» Geographic distribution?

* Where the largest number of participants or amount of
money is found?

These decisions should be made now, in the planning
stage, as you think through your time and resources.

18



Quantitative and Qualitative Data

+

= To the extent possible, it is better to use
multiple data collection methods to ‘triangulate’
your major conclusions

= Example — Review case files, survey a sample of
clients, observe field activities, review trend data

= Triangulation helps you pin down condition,
cause, and consequence/significance

19

A key question is what methods you will use to collect the
information you need.

What data is available? Is it reliable and valid? Do you
have access to it?

Can you get qualitative data, such as interviews?
Quantitative data, such as enrollment over five years?

What best suits this review?
How long will it take to get it, clean it, analyze it?

And, importantly, how much is enough?

[slide text]

19



The Hierarchy of Evidence

Lets talk about what KIND of information or evidence you should try to
get.

What is the BEST evidence you can obtain? What is the weakest?
... get them to talk about this for a bit

Best to worst

Data collected and analyzed by your office
Other “audited” data
Agency reports

Literature reviews

Respected newspaper articles, reputable Internet sites

Blogs, dissertations, theses, Wikipedia [not acceptable]

20



Data Source Quality

Assess the credibility of secondary data

= Who collected the data?

= How were the data collected?
= When were the data collected?
= Why were the data collected?

21

We often need to use data from agency or other secondary
sources.

Ask yourself these questions before deciding how it can be
used. [slide text]



Data Source Timing

+

= Snapshot

= One group pretest-posttest
= Time series (prior, during, after)
= With control group

= Case study

22

Timing of data and information is another thing to consider
as you develop your plan.

Is it...[slide text]

What is most appropriate and realistic given your project
timeframe and the data that is available?



* Staff and Resources

= Generally a team should have the
collective competence (knowledge and
skills) to conduct the work

= The number of persons needed to get
the necessary work done in the allocated
amount of time

23

What kind of staff should be included in the project plan?

Yellow Book standards require that the team have the
collective competence— knowledge and skills-- to conduct
the work.

You also need to think about how many people are
required. More staff can sometimes speed up a project, but
they also make it more expensive and divert people from
other projects.

23



i The Evaluation Plan

An evaluation plan should describe

= What information you need

= How you will collect the information

= How you will analyze the information, and
= How you will administer the evaluation

24

[slide text]

The plan should also describe WHO will do each task and
WHEN.

It should allow everyone on the team to be clear about their
responsibilities and those of their teammates.

The plan assures that the team and supervisors are in
agreement about how to proceed and what the timeframes
are.

24



Design Matrix for
LR OPS employees

Resesrchabls Questionts) | Infarmistion Requitedand |  Boopa aiid Methodelogy - |+ | - Limitations: - : What This Analyats Wil)
(L (Bource) ik =0y Likaly Aliow us to Say

1, What are OPS employese? 8. Tdently siatues and wies 0efoing | poiey ook stetusen avid ies State sgencies hirs OPS employsss
:)h;sm::-mm:: 8. regarding OPS employment to accomphieh a renge of agency gosts
sppropristions FLAIR object codes run by sgencies

on salary end fringe for OPS
2, Why do state sgenciea hire ety SoeCH tosons 1k OpS Survey Human Capitl Officers sboul | Would rave to make tha reasons Was| sgaiciay roportd that primacy
them? "”""‘;;M'ﬁr‘;""""""'“ why thay hire OPS pretty genaric, and would they be teasce lhay s OP a ) ) oo

sastonsl or poak workioads, such ax
X

3. How many OP8 smployses have
state egencles used over the past

kel numiber of GPE per yeal for
several yeam by agency

8SN counl from FLAIR dels; payroll or

OPS empioyment le not @ growing
of the siate govemment

Workforca report averages
fow yoars? ratlo of FTE to OPS for several yoars m’m(hunulmmmv
by agency
X agencies hire the highes!
Pproportion/number of OPS smployses.
4. What types of posltions do Opg | 138 61 destpatians of GRS Anayshs of DMS deta, Kertiying DS cata wirehoue has OPS employoes occupy s rangs of
employees occupy? dntaon clusters of occupations via the clasy documented lmitations with PAR- ehort termn posdlons
tuporvieary etstus of OPS codas baasd querles; we have no
Informtion that suggests we're in MHDPSn::uW(a.g.)nhdul
trouble, though.
HCO# will provide a few examplas of Few OPS employoes sre managers or
occupations In the survey, aupervisa state employess.
5. Wiy do egencios relainOpS? | QUARlD aNO QUETAAIVO dBA O | gy of OPB quaMalive dels, for | OPB doss a bleakel approval Agencles roporl OPS that ase not
Taens fo rimntin: souros = 60910Y | 1 gepits exempien of the wark OPS ammpt from the bme nits are
accompheh retained baceuss Lhey do misslon-
critical work,

Review OPB codes for retalning OPS:
AB.CD.

Often sgencies reporl that they would
Wke to retain thek OPS because of
Ihelr exparience; agenciea say i's
more inefficient Lo hite and train & new
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Here is another example.

The two columns on the right, “limitations” and “what this
analysis will likely allow us to say” can be very useful as the
team works out its approach.



WORK PLAN AND PROJECT SCHEDULE

Project:
Team members:
Publication date:

Tasks and gY Timeframe Analyst Status
up volume with t of 7] letter,
contact with AG and agency IG, work plan, requests for confidential Information, project decislon log, scoping and message
documents, and copy of P&T
top achedule of including any critical path. Milestones inciude scoping meeting; planned updates

with requestor and legislative staff; message meeting; complete biackground; dealt to staff director, editorfcoordinator, sl
QA; defivery of P&T, publication date

Tasks and d Analyst Status

Draft sectian of report

a1l

Tasks and Methodology i Analyst Status
Tasks and Methodology Timef: Analyst Status

Here is another template used by an evaluation shop.

Note that it begins with project administration so that this
aspect of planning, and the time and tasks required, are not
overlooked.

27



Q1. To what extient have the new Civil Gtation piograms required by s. 985,12, Florida Statutes, increased the nunber of youth diverted hom
the juvende ustice system? [riucstion]

1. mmmlomwmummﬁmnammmmmm w 11-1-13

sysam
2 mmm“m&hmﬂmﬂﬂﬂhhmﬂmm iw 11513

3. Using JTS data sat {olramed from Emma in DL date shop), idertily the youth who mest carrent Chil Crtatian

L who sntered the i FY 2010- mu—uu -unu—u
4. Using the same data set, identify which county the eligibls youth were sdjy n,
of youth entaring the uvaniles justics syitem in each cusrty changed from 2010-11, 11-12 to 2012-13 when the
| chemga peuired
T ) = @ o Ientify Tvil Cination Programs n
281213
& Uhing the data set, identify how many youth in eech of theis countes panzipated o the Chvl Cration Progran
Cauvse
7. intarveaw i the Sd 2 L]
8. H sigraficant numbers of eligibls youth i sach participating county stil entared The Aveniie katice system (ses
#3}, foliow up with case i warrented, 1o determine tha swwrs not diverted

wrd
9. Analyre youth dsta to ses W thers are common characteristics of those not diverted, by county

10. DmmhmmprmnﬁdMnCMMw entaring the juveniis justice systam.
Information Dy coat data from the:
11 Ll tha addeticnal cowt of not n
1. Docurvent by fvierwing the Florkis Statitas sr kntarviesdvg DUl managers Shat diveried youth 6o nox bxs &
ariminal record, wheress thosa who snter the jsvenile gatics syitom do, and tha educstional and employment

remifications of & record.
Recommendations. it
13 Lurnmarise the axtent to which e diverted the puttien systeem 1o Chail Dizcums with
14, In counties where 3 significare number of youth are still entering tha juvenile rstices system, sunmaries wiy Phil and

e not mb“mm Ask stubwbaoiders how this condition could be project

Here is that same template, filled out to address a specific
evaluation question shown at top in blue.

The sections below describe the work planned to determine
the 5 C’s and write a traditional finding.



Scheduling Evaluation Work

= Realistic time frames
= Plan backwards from completion date

= Designate progress points (milestones)
and communication points

= Allocate adequate analysis time
= Take into account other events
= Revise and communicate as necessary

29

Once you have your evaluation questions or issues and a good
idea of the data you need and how you will get it, it's time to
think seriously about timeframes.

Often at this stage you might need to pare back your original
idea of what you would ideally do, to fit into the time you have.

Writing the evaluation plan is a process of going backward and
forward, like parallel parking, to find the best fit between
aspirations and realistic planning. Start with your deliverable(s)
deadline(s) and work backwards.

If you can’t finish your plan on time, is it possible to add more
staff? Can you extend the deadline? Would a sample work?
How significant/necessary is each task? Time for serious
discussion among the team members and supervisors.

Build in a small buffer for things beyond your control. And, take
into account other factors, such as holidays and other projects
that will be coming in at the same time and compete for your
supervisor’s attention.

29



= Follow arrows for sequential activities
Prapare ermal = Follow numbers for the order In which to do tasks
i nrorn 15U 1O send ‘ylll".l'r"lr'
< Declsion to | - le__: - s
¢ Conduct g
© Electronic —-} 5DAYS —) 2DAYS —] 3 DAYS
i Survey | I
E—— ; B .
: ! Approval
— znl;\vs
ﬂ Analyze
Data
==P 20 DAYS

A very handy tool for thinking through time allocations is the
Program Evaluation Review Technique, or PERT chart. It
was developed by the Navy in the 50’s to manage
development of Polaris submarine weapons system.

PERT articulates project activities, the time they require,
and their deadlines, so that you can see which tasks can be
run concurrently, and what the longest time, or critical path
is (see gold boxes). (For more on PERT charts see
http://web2.concordia.ca/Quality/tools/20pertchart. pdf )

If there is NO WAY to get it done, or no room whatsoever
for unforeseen circumstances, revisit your plan and develop
alternative methods or strategies.

30



Preliminary Scoping

Scoping meeting with lagisi

stakehald

Scoping meeting vith management 1) i1
Work plan comp 8/19/11
Submit data request to DOC 6111 Aeguest gaing oul this weeh, wi| reviss lirmeiine
Finalize data analysis Af31/11
Send survey toproviders 7
Summarize survey results 3/1/11
Flekdwork maeting with managament (il necessary) 7/15/11
Feldwork meeting with legisiative stakeholders (if necessary) 7f18/11

i g with a 9/16/11
Message meeting with legiskative staff 9/19/11

Draft to stalf director (3] 10/30/11

Dealt (a) [
Draft to QA 12/5/11

Draft PRT

Project Planning

Project Timeline

[ Report publication [statutory deadiine 1/1/12) 5]

State-lavelinterviews

Data Analysis {d;

sentout 6/1/11)

Survey Analysis {survey should be sentout7/1/11)

--------------------------------

Report Writing

Quahty

31

Another useful tool for thinking through schedules is the
Gantt chart, shown here on the bottom of the page. It helps
you track major milestones and phases of our project so

that you keep each portion of the project on time.

Remember, timeliness trumps all. The best report,
delivered after the Legislature needed it, is virtually

worthless.

Choose a team member who is good at staying on schedule

to help keep the group on time and on track!

31



Communication

$What to report when and to whom
= Identify key findings
= Interpret with stakeholders
= Communicate clearly and concisely

= Agree on timing of public info sharing

32

Finally, but very importantly, add communication to your
evaluation plan.

Who will you need to talk to about the project, and at which
stages of the review?

You should consider the communication within your office,
with the agency, and with your legislative stakeholders.

To avoid confusion, and because these interactions can be
sensitive, many offices direct that the team leader be
responsible for these interactions, particularly those outside
the office.

32



Your Turn! Scenario 1

The Department of Education is considering no longer offering summer school because
many administrators think that online classes could meet the needs of students that
traditionally take summer school classes. Moving from a summer school model to an online
model may provide significant savings to the school system. However, there are several
concerns, including the effect on high school graduation rates and the retention of many
high quality teachers that count on their summer school salary as part of their annual
income. In addition, many parents depend on summer school as a safe place for youth to
spend time in the summer.

The Legislature has asked you to evaluate the summer school program and provide
recommendations related to having some or all of the summer classes taught online. You
have been given four months and a three-person team to conduct the review and prepare a
written report.

Please describe how you would design and implement this evaluation. What key data
sources would you use? What methods would you use to analyze them? Why? What are
some of the challenges you would foresee, and how might you address them? Who are the
key stakeholders and how will you communicate with them?

Now it's your turn to develop an evaluation plan.
[Divide the class participants into small discussion groups]

Please take a few minutes to read the project scenario, then
discuss with your team how you would proceed.

Feel free to use the big notepads provided.

We’'ll get back together in 15 minutes to hear how your
team plans to conduct the review.

33



Your Turn! Scenario 2

The Legislature has directed your office to evaluate issues at the agency that provides community-
based resldential services to the developmentally disabled. The agency has 12 resldential sites In five
counties and serves over 900 cllents. There has been a high rate of tumover among counselors in the
program; the average counselor Is employed with the agency for 2.5 years. Counselors asslst clients
with life skills, such as employment and money management. In addition, there have been several
storles In local papers of residents going missing for days at a time without the program contacting
famlly members or law enforcement.

The Legislature [s also thinking about reducing the number of sites and is interested In the results of

your revlew before making this declsion. Thus, you have been told to present your findings in 90 days.

Your team of four has been asked to answer the following questions.
1) Why s there a high rate of turnover among counselors?
2) Are any sites following “best practices” for community-based residential services for
the developmentally disabled?
3) Which sltes are performing the best and which are performing the worst?
4) Are there problems with the management or leadership at any of the sltes?

Describe how you would design and implement this evaluation. What data sources would you use?
Why? What methods would you use to analyze the data? What are some of the challenges you
foresee and how would you address them? Who are the key stakeholders and how will you
communicate with them?

Instructors, this is another option you can use for class discussion.
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i Pitfalls to Avoid

= Spending too much time perfecting the plan

Over-documenting the situation
Letting your schedule slip

Losing the big picture while in the details

Insufficient communication, inside and outside
of your team!!!

35

A well thought-out plan is a vital beginning for legislative evaluations.

It is equally important to keep in mind that planning is a CONTINOUS process.
You will need to adjust your scope, objectives, and methods as you go forward and
learn more. Your evidence must be sufficient and appropriate.

Some questions and objectives may need to be discarded.
Some new questions or objectives or methods may need to be added.

In cases in which the scope or issue is established in law, there is less latitude for
change. However, there will probably still be nuances that you will need to adjust.

Start outlining your finding or report early, and revisit it often to ensure you don't
collect too much or too little to make your case.

Here are some pitfalls to avoid...[slide text]
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