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PART 1 '
An Introcduction to Evaluation

Lawrence Klhan
e e

This introdo on to evaluation is intended to suggest possible approaches to evabuation that each
aronp writing objectives may want o consider, Some ohjectives may seernso important that sevetal
different evaluation rasthocls witl e chosen, while at the other extrenie, some objectives may seern
s secorddary o tangential to agroup™s purpose as to not warrant eviluation at all, Moteover, some
oo tven ey be deecd worthy of evaluation eviry semester, whilie others need evaluation only
overy fow years, Finally, an appropriatic evaluation technique may be detecmined bt the tecbnigee
1y be ton costly (money, people or tane) to porsue,

l. Measurement * or Indication **?

It the method of evaliation chosen s expected o produce an exact statement of accomplishinent

for an objecuve o mmplementation event, then ivshoold be listed as measurement, which would mcan
itis expected to e an acenrate way of measuring the objective.

Bt if o method does not measure the accomplishrent of all of an objective, or if the methad is not
Tl to be completely acourate, it should be listed as an indicator. This would imean that it describes
something about the accomplishment of an objective, bt not all that neads 1o be knowr,

Il.  The three general evaluation types are:

1. tntemal data - data that is already cotlected or whose collection can be set tpas a
rortine Clerical function, Fxamples.
arade reports
enroliment figures
attendance counts - for libraries, laboratories, offices, social and athletie events
cash register receipts
number of telephone calls
nutnber of complaints, letters of commendation
number of donations, amounts of donations
2. Surveys - responses from graduates, former students, present students, prospective
students, emplayees, advisory board members, and local residents can be salicited through
surveys conducted either regutarly or occasionally. o :
3. Tosts - mental and physical skills, memoriced information, and task performance can be
evaluatad by asking students, employees, ete. to answer questions or do a task.
Measurerment - used for those objectives for which precise quantitative and qualitative standards
can be determined.
** |ndicators - used for those objectives for which sone data can be identified which provide indications
of achievement.,

lIl. How dependable are any of the above types of evaluation?

Their dependability is a function of how accurately data is collected, how appropriately it is analy 2ed
and haw rarefully it is interpreted. The number of people who call the college president to complain
or compliment may be an important number, hut it can’t be interpreted as an accurate evaluation

of attitudes throughout the comnmunity.

Similarly, survey responses may not be entirely honest, may not come from a sufficiently large

and representative group, or may not reflect an adequate understanding of the questions asked.

The validity and reliability of particular tests must be established here within the college. Tosts raise
the additional problems of nervousness, iliness, and poor test-taking skills.

Considering these drawbacks and other potential hazards, the first rule of evaluation, no matter what
method is used, is that results, even if expressed in exact numbers, are approximations. All too often,
however, this is forgotten, because the precision of numbers is intellectually seductive.
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Oneoway of oty the trage o apvineg oo much creddemo e to a partic udar set of numbers s to use
acombination b vvaliations maethiods Tovo oranore dittorent tests or survieys, combinecd with somae
internat datiovatl poresibily
1. caiee pranhe to g beefore parspang to o onddlusion hased on one set of seamingly
Precine tosylty
2. Ottset the chianee of dopoorly conceived or constroe ted evaluation method having too
trg- Dy offen t,
The preobloncwath such - nmbanations s that they are confusing to work with, but perhaps our coping
withesuehoconfusion watt lead os to methods ot evaluation that we trust as generally accorate, The
alternative is to search fearthessly for stimple answers to comples questions,

IV. Conceptual Steps toward evaluation:

l. Tho Bt steps s defiming the obji tive, the hoped-for end resalt, This process is already
wellindenway .

2. Fovetr, the steps that lead to the objectivi ne-wd to be detined. The writing of “implementation
cvents” can bie seen as such o definition,

Throughout the process, definition of implecwentation events needs to be reviewnd,
sincean implementation event | futly accomplished, may be found to be incffective in
accomplishing the objective, Such review can be likenad to the formal process known as
Tsudeessive approximation”’, )

4. Finally, the starting point or present level of accomplishment needs to be determined. How
many peopls begin a program, at what “entry fevel”?

V.  Tactics for the three general evaluation types:

1. Internal data (qeneral informa tion collected on a regalar basis) needs 1o be prosented

Clesirly, One way of doing this is constructing graphs or other visual displays that may

revedl morae than the ninmbers alone would.

2, Surveys are requests for information and attitndes. The considerations involved in

censtructing and administering a survey that will be both valid and reliable are highly complex.

For attitudinagl mioasurernent, three technigues are generally accepted: Likert Scales,
Osqood’s Sermantic Differential, and Thurstone Scales. These technigues are explained
on pp. 17-21 of the Guide for Evaluation on reserve at each library.

For further help on survey constraction and administration, consult with the following deans:

Pete Hirsch Florissant Valley
Ron Lingle - Acer arie
Lana Weinbach  Forest Park
3 Tests can be writtan, oral, or ulsi;__pt;rformurn:e {or a combination).

a4, Written tests, whether “objective” or “open-ended’” demand that the test-taker respond
approptiately to o question or command, so the first requirement is that questions and
vommands be clear and unambiqguous. Test-takers should be lad to believe that they
can perform well on the test; uthaerrwise, their fears of failure may- obstruct their doing
their best.

b, Oral and performance test guestions or commands also necd to be clear, but the
tast-takor has an oppartunity to request clarification when needed.

¢. Perforinance tests (typing, shorthand, athletics, drama, laboratory technigues, etc.)
involve: a problem that can best be described as “'stage-fright’’. One way of reducing this
is 1o give several opportunities for the same test. '

This discussion of tests is purposely superficial, Until more is known about test-taking,

caation must be the by-word in test-making.
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In addhtion to the deans mentioned above, the following peoplemay b able to help with
test canstrue tion

Phil Carloch Forest Park

Job Richey Forest Pork
Betty Duvall Flonssant Valley
Jim Pierce Meramir

VI. Specific Applications
Itis difficult to choose a colleqe o pragram objective and suggest how it might be evaluated withont
seeming 1o be dic tating to the college ar progrim,
For stgqesticns that you are entitely free to reject see the Guide for Evaluation,

pp. 29-42  progrim objertives

pp. 4353 and

Appendix A college objectives
For more sungestions, it might be productive to invite a small groug of peaple from ather programs
within the colleqe or from other colleges (o give their idias on evaluating o spaiific objective, These
quest interviews might tell a program or college writing team how their objectives are beiny read
by others, and how others view their role in the total effort of St. Louis Community Colleqge.



PART 2 '

Program Evaluation: Quantitative Methods

James O°'Grady
e e,

INTRODUCTION

Part | (‘)f_vlhiﬁ handhbook noted that some program objectives may seem so important that several different
ovaluation methods will be chosen, while at the other extreme, some prograim objectives may secm

so secondary or tangential to a group’s purpose as 1o not warrant evaluation at all. For those depar timents
who wiint to evaluate program objectives quantitatively, the following information covering problems,
levels of measurement, and spocific examples, may be of help.

I Problems with Quantitative Data

Human

1. Bias - Persistent error in one direction during the collection process.

2 Omission of important factor(s) - Omitting significant information.

3. Carelessnoss - Error introduced through improper collection, analysis and interpretation,
4, Non-sequitur - An inference that does not follow from the premises.

3) Non-comparable data - Comparing unlike measures,

6. Contusion of associatinn with causation,

7. Poorly designed experiment,

Theoretical

1. Insuificient data - Adequacy of sample number.

2. Unrepresentative data - Adequacy of sample relative to population.

3. Concealed classification - Sub-groups in population weighting population.
4, Misleading totals - Combining unlike values.

R Levels of Measurement

When data are being collected, the process of assigning a value or score to the observed phenomenon
constitutes the process of measurement. The rules defining the assignment of an appropriate value
determine the corresponding level of measurement. The different levels are distinguished on the basis
of the ordering and distance properties inherent in the measurement rules. Knowledge of these rules
and their implications is important to the evaluator because various statistical techniques are appropriate
for data measured only at certain levels.

The traditieagl«tassification of levels of measurement was developed by S.S. Stevens. He identified
four levels: nominal, ordinal, interval and ratio. A simpler classification than Stevens’s is to divide
variables into quantitative and qualitative types. Quantitative variablics are those for which a fixed unit
of measurement is defined--essentially variables at the interval and ratio levels. These are the

variables for which the most powerful and sophisticated statistical techniques have been developed.
Qualitative variables, then, are all others--narnely, those at the nominal or ordinal level.

Another distinction, which can be made based on levels of measurement, is between parametric

(or quantitative) and nonparametric (or qualitative) statistics. Nonparametric statistical procedures
require few assumptions about the distribution or level of measurement of the variables and may be
applied to nominal and ordinal data. The parametric procedures require more stringent assumptions
concerning the distribution of the data and are designed primarily for data at an interval or ratio
level of measurement.

Stevens’s four levels of measurement and examples are presented as follows:

1. Nominal or classificatory class - Measurement at its weakest level, where numbers or other
symbols are used to identify groups to which various objects belong. The scaling operation
is partitioning a given class into a set of mutually exclusive subclasses with no high or low point.
For example, we place graduates into distinct categories by program, Art, Business, etc. and
do not imply that one is “‘greater than’’ or “'better than’ the other.
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2 Ordinal or ranking scale - At the naminal level, objects in one cateqory of o scae are shown
to be ditferent from the objects in other categories of that scale. At the ordinal level, the
objects are different and they stand in some kined of relgtion to them, Typical relations among
classes are higher, more preferred, more diffiostt, more disturboed, more matuare, ete, The
orcinal level does have o higber and tower point but lacks equal intervals, For exanple, we
may classify families of graduates according ta socioeeonomic statas upper, uppe imickdle,
jower-middle, and lower. We know anly that one is greater or lesser than another hut cantot
say how much greater or lesser,

s

Interval Scale - At this higher Tevel of icasurement the characteristics of higner ancd lower

points are: present and in addition the distonces between any two numbers on the scale are
of known size. Howaover, the 2ero point and the unit of measuremaent are arbitrary, Far example,
an academie grade point can be considered measarement on the interval level

q. Ratio Scale - At this highost level of measurement, all the characteristics of an interval scate are
present and in addition it has o true 2ero point as its origin, Normally, per cent measnres are

on the ratio scale,

11, Sample Objectives Measured at Differing Levels

Program Objective:

Levels of Measurement

Nominal

Ordinal

"

Interval

Ratio

To reduce the attrition

rate in the Art Program.

Classify students by who
completed and did not
complete program.

Classify and cateyorize
students not completing
program by possible
variables, i.e., outside
employment.

“Less significant, sign_i‘fficam,

and more significant.

Evaluate and Categorize
students not completing
program by academic grade

point.

Evatuate students not
completing program by
student credit hours of

enroliment.

To improve student

appreciation of music.

Classify students by
indication of appreciation
or lacking an appreciation

of music.

Classify and categorize
students who indicate an
appreciation of music by
possible criteria i.e.,

knowledge of composers.

Completely unfamiliar,

familiar, very famitiar.

Evaluate students who
are unappreciative of
music by a score on the
MAT.

To serve persons
requesting counseling
services in a courteous

manner,

Surveys of students

will rate counseling staff
favorably on this
objective.

Surveys of students will
rate counseling staff above
average better on this

objective.

Inadequate, adequate.



PART 3
Introduction to Attitudes and Attitude Measurement

John Mukavets

"= .
I Sbme Definitions of Attitude

A Anattitude 15 a miental and nedeal state of readiness, organiced through experiving,
intluencing an individual™s response to all objects and sitaations with which it is rofated.

f3. Arcattitucde is ancicea charged with emaotion which predisposes o class of actions to a
particular class of social sittations, Altitadis bavie three cotnponents,

1. Cognitive component - an idea or concept
exaimples St Louis Community College
2. Affective (cmotional) component - an evaluative (good-bad) label
examiple. St Louis Community College is good and valuable to the cammunity,

3. Behavioral component - a predisposition to action (seeking-avoiding)

example: St. Louis Community College is good and valuable, Therefore, |

wold probably support legislation which would provide more resources for

the Colleqge.
Measuring attitudes involves measuring statements about beliefs or categorications {cognitive
component), staternents about emotions and feelings (affective component), and statements
about actions (behavioral component). The predicted behavior is not guaranteed.

ll.  Functions of Attitudes (Why measure attitudes?)

A. Attitudes help people to understand the world around them, by organizing, categorizing,
and sirnplifying the complex and sometimes confusing input from the environrment.
Attitudes provide an overlay of PREDICTABILITY to our world.

B. Attitudes help peuple to protect their self-esteem, by making it possible to avoid
unpleasant truths about thernselves.

C. Attitudes help us to maximivze rewards from the environment, since we get along best
with people who have attitudes sirilar to the onas we hold.

D.  Attitudes help people to express their fundamental values (Where do you stand on the
abortion/right-to-life issue?).

IIl.  Characteristics of Attitude and Behavior
A. Attitudes and behavior interact and are interdependent.

Attitucles and behavior affect each other and are affected by each other, For example,

a student who has negative attitudes toward the study of philosophy may avoid lectures,
hooks, and courses which deal with the subject. If the student finds that he has to take

a philosophy course to fulfilt a degree requirement, he may, through first-hand experience
with the subject, change his attitudes toward philosophy. He ray sign up for another
philosophy class, do some outside reading, approach his other subjects from a different
perspective. The feedback Toop continues, as the student's attitudes change even more,

to the point that he recommends philosophy classes to his friends.

In an alternative example, the presentation of the phitosophy class may convince the
student that his original attitude was correct (the attitude is reinforced), and no verbal
or behavioral change will result.

B. Attitudes and behavior are situation-specific.
In a classic exainple, hard-rock coal miners in West Virginia demonstrated strong racial
prejudices above ground. Within the mines, though, discriminatory verbal statements
and overt behavior did not exist. The dangers of working in the deep mines and the
necessity for cooperation and trust produced a temporary situation-specific attitude change.
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(. Attitudes are fearnid,
Attitades can Lo maodidiesd and languadaccording to the princmptes of learniog theory,
Toaching invobyed Changimeg Gindes, For example, i spcrntanial progrann, a stardent
iy show i reaaid pecformance i typing and other husiness clasaes over i nitnbier of
arnnters, 1, however, thie student attitude toward asectetarial orcnpation bHecores, ot
and more teqative because of the impersonal and mechanical way they courses are taaght,
her or she may change majors and s o ditterent occupation, This would be a waste
of time and money for bhoth the student and the depar tinent involved. Altierniatively,
the stdont oy gointo sectetatiab wea b aned beeanse of intense negative attitudes, fo o
poot joh,
[, Attitudes predispose behavior glong a continuum, from
Giving simple Givingg Giving statoe-
AAtOIeI s of —— statements ———e ments abont ——pProsely tiving
dagreenent or of support future actions
recagnition
1V, Measuring Attitudes
A, Some quatttities to consider m attitude measarement
l. Maqniticle - How much?
2. Fregueney - How many? How often?
3 Latency - How tong would it take before sore action veenrs?
4, Extinction - How long will the action continue, unreinforced?
3. There are many techniques and instraments available for use in measuring attitndinal
objectives, Rating scales, questionnaires, check Jists, and attitude - loaded objective
815 may be used. See the attached (Appendix 1) Informal Criteria for Attitude
Statements (Girod, 1973) tor some quidelines in writing attitudinal
iterns, 1o general, first select major construets, ideas, or concepts, then write as many
iterns as possible related to those constructs.
Example  Program - Management and Supervisory Development
Attitudinal Objective Description of Student Methods of Evaluation and
Behaviors Measurement
Ta. 1a.
To itmprove attitudes toward Statements of willingnass to Before and after measurements
women and minorities work with, promote, give using Likert-type items
raises to, give increased (always/never, strongly
responsibilities to wornen aqgree/disagrec).
and minorities
b.
b. Use of Semantic Differential
Statements of willingness to Technigues to measure
explore the problems women changes in Ss concept
and minorities have structure,
historically had in industry.
2.

Before and after use of a
rating scale requiring Ss to
rank a series of activities '
according to Ss willingness

to participate in them.




e, Thee probbenn ol o ially accoptable responses on psychological tests s well recagni e,
Varions teothods bave been devesed taocantol for this problem in attitude teseire by,

Surme are chisenmsed) b,

. The namtenane e of honest and open cortoude ation betweoen studerds smd teachers
will desrease the tenedency for students to give the answers they think the teacher
ATINEN

2. Mab e ponnit of reqacsting honest, Hist impression responses.

o, [itrat the amount of tme stgdernas spend on the evaluation instrutunts,

4, It at all pessible, maintain the students” anonynuty. Insare their rights to povacy,

Attitudes are intirnately held, and will be more hanestly clivalged ineoreon:
threatening situations,

. Alternatively, el the students exactly what you are measuring and why, tell
them that one of your objectives is to change attitudes, and involve the students
directly in the cvaluation process. | done sensitively, involvement in the attitude
raeasurement procedure may (probably will) in itself serve to change attitudes.

D, Anexample of an attitude measurement study using the Semantic Differential
Technigue (hypothetical )

1. According to factar analytic studives originated by Osgood (1957), essentially
three major independent dimaensions underlie the meaning of all ideas, objects,
concepts, ete, These are:

il Evaluative dimensian - Anvidea is good or had, elean or dirty, fair or aunfair,
honest or dishonest, beautifut or ugly, believable or unbelievable,

b. Potency dimension - An idea is strong or weak, big or small, powertul ar
powerless, heavy or light,
. Activity dimension - An idea is active or passive, hot or cold, fast or slow,

alive or dead.

2. The connotative meaning of an object, idea, or concept can be mapped along
the three dimensions by using a series of nine or twelve bipolar adjective scales
(qaod-bad, strong-weak, fast-slow).

3. Evaluative dimensian bipolar adjective scales are used to measure attitudes. Since

this dimension accounts for over half of the variability in a factor analysis of the
meaning of concepts, reliable and valid conclusions can be based on the results
of the evaluative dimension scores alone .

4. Osgoad (1957) reports test-retest reliability coefficients of .85 tor meaning in

general and 91 for attitudes. In comparison with other attitude scales, Thurstone,

Guttman, and Bogardus Soncial Distance Scales, validity coefficients of .74 to .82,

.78, and .72 to .80, respectively, were found (Smith, 1963).

A typical Sermantic Differential, with instructions, ray be found in Appendix I1.

A more thorough discussion of the Sermantic Differential Technique is found in

Snider and Osgood (1969).

6. Hypothetical Example - The present investigation was conducted to determine the
feasibility of using Osgood’s (1957) Semantic Ditferential (SD) in the evaluation
af proposed institutional goals and objectives for staff heing developed at Tinpan
Altey Community College. Classified staff and administrators’ attitudes toward
the following 12 college objectives were comnpared:

1) helping them develop a capacity for critical thinking

2) helping them develop the ability to make independent judgments

3) helping them improve their capacity for planning

4) helping them improve their creativity

5) helping them imnprove their capability for communication

6 helping them with their career development

7) helping them develop an improved capacity for earning a living

8) helping therm improve their appreciation for points of view different frcm
their own :

s,,"l
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) betprng ther develop improverd abilitios tor relating to other individaals
1 encomraqueg mvalvement in further edocational opportonities

1 ealizing egqual conmderation

12) Ptomatineg Pl tieipative decision makinig

Three meagsires geoerated by the S0 seores were ased to dotormine (1) the general
attitude of the two groups toward the obpe tves; (2) the relative “value®” and cnedibility™

“hetiovability, probable suceess), of the obrgectives within o hgroup, and {(3) o

“Credibility qap’* exists, whethee there was asignificant difference: brtween the two grouge,

RESULTS

Part 1 - Both classified staff and administrators judned the proposed objectives favorably.
For chmssified stoff, attitudes were significantly favarable (different fram neatrality)

for all objectives excopt No, 11 (reafizing equal consideration), For adiministrators,
atitocles were significantly favorable far all objectives excent Nao, 4 {imprave croativity ),
No. 7 (improve capacity to earna livingd, No, 11 {realizing equal consideration), and

Mo, 12 (promoting participative decision-making), Qwerall, administrators judged

all cbsjectives less tavorably than classified staft. When the objectives were ranked according
1y their telative impor tance for the two groups, large ditfernnees wore found, The rank
vorrelation of LAB3 was not significant,

Part 2 - For all objectivies, classified staft's "credibility ™ scores were loss favorable than
“value' seores, and significant differences were found for five objed tives. Administratars’
“crodibility ' scores were alsa less favorable than "value' scores, and significant
differonces were found for six objectives. Both classified staft and administratars judged
threa objectives significantly less credible than vatuable:

2. making independent jucdgements;
4, naproving creativity;
9, impraving ability for relating to other individuals.

Part 3 - Overall, the administrators’ "credibility gap'* score was higher than the classified
staff for abjectives No. 2,3,4,7, 8,10, 11, and 12, Significant differences were found
for objective No. 2 {developing the capacity tor making independent judgments) and ©
three others approiched significance, These appeared to be more job-skill related.

DISCUSSION

Generally , the resutts show that those persons responsible for developing college-wide
objectives at a community college face an unenviable task. First, administrators, who may
eventually be charged with implementation of the objectives, have consistently less
favorable attitudes toward them than do the classified staff. Second, the refative importance
of the objectives is greatly different for the two groups. A third indication of possible
trouble ahead are the "credibitity gap’* seores, which indicate a cynical, it may be good,
but it will never work here’* attitude. More prevalent among administrators, the scores

may point to long-standing behavior patterns which may be difficult to change.

tn summary, the results support the continued use of the Semantic Differential technique
in the measurement of attitudes toward institutional objectives. Also pointed out were
potential problems caused by the conflicting positions of staff groups in the overall
evaluation and relative impor tance of goals and objectives, as well as the existing
“credibility gaps'’ ﬂsrsociated with the objectives. The consistency of the results strongly
emphasizes the dischimination and sensitivity of the SD technique in the measurement

of attitudes.

EXPECTED VALUE TO EDUCATORS

Given the current emphasis on evaluation and the rovement in many areas of higher
education toward a management-by-objectives approach, it is critically important to be
able to evaluate staff, student, and community attitudes toward proposed objectives.
Without such an evatuation, the institution may move blindly forward, implementing
programs to achieve objectives which have little or no probablity of success due to a

10 | 11
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APPENDIX I

Informal Criteria for Attitude Statements
1. Avoid statetnents that may be interpreted in more than one way,
o Avoid staterments that are irrelevant to the psychalogical object under consideration,
30 Avdid statements that are likely to be endorsed by alimost everyone or by almost no one,
4, Select statenents that are believed to cover the entire range of the affective scale of interest,
i Keep the linquage of the statements simple, clear and direct.
6. Statements should be short, rarely exceeding 20 words.
7. Each statement should contain only one complete thoayht.

8. Statements (tost questions - not the choices or answers) containing universals such as
all, always, none, and never often introduce ambiguity and shoald be aveided.

9. Words such as only, just, merely, and others of a similar nature should be used with care
and moderation inwriting statements (test questions),

10.  Whenever possible, statements should be used in the forin of simple sentences rather than in
the form of compoand or complex sentences.

11, Avoid the use of words that imay not be nnderstood by those wha are to be given the complete scalr.

12, Awvoid the use of double negatives,

Girod, G. R., Writing and Assessing Attitudinal Objectives, Coluinbus: Charles Merrill, 1973, p. 55.

APPENDIX il

The: parpose of this study is to measure: the meaning of some of the college-wide objectives which
were distribated 1o all staff members. Please make your judgments on the basis of what these things
medn to you.

At the tap at each page of this booklet you will find a different objective to be judged. Under each
objective is a set of scales. Please rate each objective on each of these scales,

Here is how you are to use these scales.

If you feel that the objective at the top of the page is very closely related to one end of the scale, you
should place your check-mark as follows:

fair X . i ___ i ___t___ unfair
or
fair ___ @ o e X unfair
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If you feel that the objective is quite closely related to onu or the other end of the scale (bt not
extremely), yeu should plice your check-mark as follows:

strong X . : : : i weik
or
Strong e ¢ X weak

If the objective seems only slightly related to one side as opposed to the other side (but is notreally
neutral), then you should check as follows:

active : X : : L prassive:
OoFr
active . : : X : passive

[f you consider the objective to be neutral on the scale, both sides of the scale equally associated
with the objective, or if the scale is completely jrrelevant, unrelated to the objective, then you
should place your check-mark in the middle space:

safe ___ 1 i X ___: . ___dangerous

IMPORTANT:

(1) Place your check-marks /n the middle of spaces, not on the boundaries:
This Not This

i XX
{2)  Be sure you check every scale for every obiective - do no omit any.
(3} Never put more than one check-mark on asingle scale.
(4) Make each item a separate and independent judgment.
Work rapidly. Do not worry about individual items. It is your first impressions, your immediate
feelings about the items, that are important.
The purpose of the college is to assist all members of the college staff to develop the best of their
human potential by: helping them develop their capacity for critical thinking. :

1. Hard : : : : : : Soft

2. F_oolish : : : : : : Wise

3. Honest : : : : : : Dishonest
4, Bad : : : ;- : : Good

B. Valuable : : : : : : Worthless
6. Unbelievable : . : : : : Believable
7. Strong : : : : : : Weak

8. Unsuccessful : : : : : : Successful
9. Fair : : : : : : Unfair
10. Passive : : : : : : Active

12
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PART 4
Evaluation of Support Department Objectives

Pam Swinford

L Introduction

A department that wants to evaluate the effectiveness of its services by finding out if it is accomplishing
its objectives may rely on informal feedback from other departiments and individuals. A more accurate
ovaluation, howevor, involves the use of measurements and indicators, )

In the context of the Participative Managerment Project, a measurement is defined as any behaviors
or diata which directly identify effectiveness in achieving an objective. An indicator is defined as any
behaviors or data which indirectly itnply progress in achievernent, [n other words, measurements assess
the: objective itself, while indicators assess conditions, events, and outcomes logizally related to the
ubjective, .

Ther evaluation of an objective depends in large part on how the objective is written, Generallyw

the less specific an objective, the more that indicators will have to be used as verification of
accomplishment, To derive a measurement, activities must be quantifiable and nurnbers assigned

s0 that comparisons can be made between the desired objective and the actual accomplishment.,
Each departrnent has the option of deciding which objectives can be specific, and therefore
measurable: |, and which cannot, or need not, be specific. The following guidelines are offered to
help departments make that decision by showing how an objective can be measured.

1l.  Writing a Measurable Objective
The: first step is to state it clearly. A measurable objective:

1. focuses on results;

2. is realistic and attainable;

3. establishes a quantitative standard to be achieved;

. defines an "audience’ or those at whorm service is directed;
. occurs within a specific period of time,

[S10E>4

1. Focus on results

Initial attempts at writing objectives often produce statements that focus on activities rather than
results. Activity-oriented statements describe functions rather than outcomes. Some examples of
activity-oriented statements are:

To develop recruitiment materials for older adults.,

To promote the economical acquisition of equipment and supplies.

To serve as a resource agency,

T create or assist in the production of instructional and/or communications media.

To provide means of motivation and reinforcement of instructional ¢lassified staff.
The: first example is an objective written by the community relations department at the administrative
center. This statement and its subsequent revisions will serve as a rnodel to demonstrate how an
objective can be written so that elements leading to evaluation are “built in.”
The simplest way to convert the focus of the statement To develop recruitment materials for
older adults from an activity--the process of developing materials--to a result is to ask why the
activity is being done. The answer will produce a statement that begins to focus on results:
Ist revision
To recruit older adults as students through direct mail materials.

2. Make it realistic and attainable

Once the focus is on results, it is important that those results are realistic. An objective can miss the
mark in one of two ways: It can be written so narrowly that little encrgy is needed to attain it;

or the objective can be written so that it is itnpossible to reach.

The statement To recruit older adults as students through direct mail materials is too generai for
assessment. It implies that all recruitment of older adults can be accomplished through direct mail
materials, which is unrealistic. A direct mail brochure is merely support for the work of college
admissions personnel, counselors. etc. But, a brochure can carry appropriate information and encourage
a positive response. The following staterment is a realistic. revision:

2nd revision

To gain a response to a direct mail recruitment brochure aimed at older adults.

14 13
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3. Decide on a quantitative standard

This is the point at which activinges are translated into nombers to aid in measurement. The nambers
should reprosent o standard of achieverment desired for the objective, The statement To gain a response
to a direct mail recruitment brochure aimed at older adults is still vaque becanse the degree of response
is not indicated and there is no base tor measuremant,

Direct-mail marketing theory maintaing that a B response is exceptionally good . With this backyround
F nowledyge, the community relations dupartm»"n‘#znds to determing a percentage of response that

Wil provick quantitative evidence of the effectiviess of the brochures. The following revision might
satisty these regquirements

3rd revision

To gain a 4% response to o diree Uimanl recruitment brochare aitned at older adults.

4. Define the audience

Support departments often have problems defining their audience. That audience could be as large
a4l patential stodents in a community, ar as small as office co-workers. Very large groups

rnst be defined or broken into manageable parts so that activities can be focused and results can be
reasured, The older adu s m the statetment To gain a 4% response to a direct mail recruitment
brochure aimed at olrler aciults nwed further definition, The following revision specifies the group:
Ath riwvision

Ter quin a 4% response 1o a direct mail recraitment brochure aimed at 5,000 adults 60 years of

age and older.

5. Set a deadline

The only element missing from the fast revision is a dradline. The work of support departments is not
always sasily organized according ta semesters. Projects may begin and end at any titme, and evaluation
may be an ongoing activity. Uniess a deadline is set for achinvement of a goal , implementation coutd
be delayed. The following revision incarporates a deadline:

final revision '

To qain a 4% response by August 1 1o a direct mail recruitment brochure aimed at 5,000 adults

GO yrars of age and older.

[11.  Mechanics of Measurement

Once an objective is properly written, the mechanics of imeasurement need not be difficult. There are
probably as many ways to derive indicators and measurements as there are support activities within the
institution. The three types of evatuation, described on page 2 of (hlS handbook are

internat data, surveys and tests. Support departments probably will ‘Use internal data most frequently,
surveys occasionally and tests rarely in evaluation. When data for measurernents rmust be derived from

the audience, “'capturing” that audience could be a problem because of size, mobility and infrequency

of direct contact. For this reason, evaluatory instruments may have to be built into administrative processes

To derive a measurement for the ubjective To gain a 4% response by August 1 to a direct mail
recruitment brochure aimed at 5,000 adults 60 years of age or older, the following procedures could

be used:

1. include a sel f-addressed, postage-paid response card in the brochure. Count the returns.

2. Instruct the reader to call a special extension, i.e. extension A. Count the number of callers
who ask for that extension.

3. Compare the number of these responses to the total numnber of brochures mailed to derive

the percentage of response.
The methe-'s of rneasurement are limited only by a department’s energy and available time. In most
U‘ : . cases, if the statement of objective incorporates the five requirements for measurability-it focuses
-
NIVER ERSITY OF A116n results, is realistic, includes a quantitative standard, defines the audience and sets a deadline--the

A
LOS h ;\_rr;;‘u:c; measurement is a logical outcorne, rather than a mathematical mystery:—

dCT 26 qa7s
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