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PREFACE

During the 1974-75 school year an ESEA Title V, Part C project waé
conducted in North Carolina to investigate the area of evaluation in
Tocal school districts and to develop, on the basis of this investigation,
designs for evaluation systems for four of the State's Jocal education
agencies. During the year, surveys of evaluation activities in school
districts across the country were conducted. Visits were made to 13 of
these districts to discuss in depth their evaluation programs. Training
sessions were held to acquaint the participants with current evaluation
theory and practice.

A11 of the partdicipants in the project were central office staff
members of their respective districts. As the project progressed we all
discovered that there was Tittle in the way of 1iterature or example that
would assist administrators in making decisions regarding the kinds of
evaluation activities that could and should be conducted in their districts.
There appeared to be a need to pull together the information that was
available and the information that we had gathered during the yéar for
other administrators who were making decisions concerning the type of
evaluation activities that would be conducted in their districts.

This document is an attempt to provide this kind of information to
school district administrators. The document does not, nor does it claim
to present details or "how-tos'" for specific evaluation situationms.

These details are more appropriate for evaluators and are addressed in
much of the available evaluation literature. The content, instead,
focuses on those factors about which administrators must make decisions

in order to develop an effective evaluation program for their district.
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staffs for their support in the preparation of this document. A particu-
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INTRODUCTION

The time when administrators could choose whether or not they would
evaluate their school programs is probably behind us, Evaluation require-
ments accompanying federal and now many state funds, state legislated or
policy-based accountability programs and most modern approaches to school
district administration neccessitate the collection of evaluative infor-
 mation concerning many aspects of a district's programs and operation.
Administrators are not, therefore, addressing the question "Will I
evaluate?" but "What should I evaluate?, How do I establish a mechanism
within the district to do evaluation?, What are my responsibilities for
the evaluations conducted in the district?"

[t is the purpose 6F this document to érovide information about
evaluation which would assist administrators in responding to these
types of questions for their district. It is addressed to administrators
rather than evaluators for several reasons. First, as with other of the
district's programs, administrators have the ultimate responsibility
for the quality and appropriateness cflthe evaluations that are conducted
by or for the district. Secondly, administrators, through their indi-
vidual personalities, leadership and responsibilities have a marked
effect on many of the more technical aspects of evaluation. Stufflebeam
(1974) and Sanders and Guba (1973), for example, suggest that: (1)
audience to whom evaluation is to be addressed; (2) the sociopolitical
environment; (3) moral, contractual and Tegal requirements and consider-

ations; and (4) organizational and administrative structures, all elements
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of school district administration, have a significant effect on such
technical aspects of evaluation as: (1) the definition of evaluation
employed; (2) the timing and means of initial entry into the evaluation
process; (3) the criteria that are brought to bear on the evaluation;
(4) the wariabiles that are selected for study; (5) the design that
is developed; (6) the Zechniques that may be used; (7) the sources of
information that may be tapped; and (8) the reports that are issued.
Finally, most of the literaiure concerning evaluation is addressed to
the more technical concerns of evaluators rather than to thoseof admin-
istrators., Little has been written that addresses more directly the
concerns of administrators who are assuming the responsibility of manag-
ing and directing evaluation efforts in their school districts.

The first five sections of the document deal with aspects of an
evaluation program over which administrators have considerable, if not
a primary, influence. These inc1ude:1 |

I. CLIMATE: Developing a climate among staff and constituents
that is supportive of evaluation

[I. FQCUS: Providing leadership in focusing the evaluation

A, Assisting in determining the meaning evaluation
is to have in the district and the purpose(s)
it is to serve

B. Providing direction and input into the design of
evaluations to ensure that they meet the needs of
the district

1Some of the responsibilities given in this 1ist were taken from
Thomas R, Qwens, "Suggested Tasks and Roles of Evaluation Specialists
in Education," Educational Technology, XIII (1968), pp. 4-10, and Edward
L. Morphet, Roe L. Johns and Theordore L. Reller, Educational Organization
and Administration (New Jersey: Prentice Hall, 19677, pp. 531-566,

2
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III. ORGAMIZATION: Providing an organization and support for
evaluation within the district

A. Establishing an organizational structure for
evaluation

B. Estabiishing policies and procedures for the
conduct of evaluation

C. Providing the needed staff, materials, equipment,
facilities and budget necessary to carry out
planned evaluation activities

IV. COMMUNICATION: Providing and maintaining open channels

of communication among the administration, school dis-

trict staff, "ocal board of education and public for the

release of ¢ .aluation results and gathering of feedback

concerning the results

V. UTILIZATION: Providing the leadership and mechanisms
for the utilization of evaluation results

The sixth section provides a discussion of the role of the evaluator
and the relationship of his or her role to that of.the administrator.
The final section of the document discusses some of the implications
for administrators and school districts of evaluations and/or evaluation
programs conducted in a district.
a better understanding of the evaluation process as it applies to local
school districts. It is also hoped that they will be more aware of the
alternatives available to them and the implications GFxthESE alternatives

for their particular school district.




1. DEVELOPING AND MAINTAINING A CLIMATE
SUPPORTIVE OF EVALUATION

Administrators are perhaps in the single most important position to
influence the attitude and climate toward evaTQatién in their district.
Dr. Jack Taylor, Superintendent of the Saginaw Public Schools, views the
jmportance of this role in the following way:

My relationship to the evaluation department is
one of mutual dependence. [ rely on them to pro-
vide the kind of information necessary to make
rational decisions and they rely on me, as super-
intendent, to create a climate of acceptance for
evaluation procedures among the professional staff
and especially among the administrative decision-~
makers. (Taylor, 1975, p. 11)

An administrator influences the staff's attitude: (1) by his or
her action or inaction in exerting leadership in evaluation activities;
(2) by communicating the degree of importance which he or she attaches
to evaluation in the district; and (3) by the manner, i.e. punative or
constructive, in which results are used. To establish and maintain a
climate supportive of evaluation in the district the administrator needs
to communicate to the staff the importance he or she places on evaluation
and to clarify the manner in which results will be used.

while each administrator knows the best way to obtain the cooperation
and support of his or her staff, it may be of some benefit to identify
some activities which may lead to a climate supportive of eva1uatian.z

1. Determining the potential recipients' and/or target
groups' existing attitude toward evaluation and con-

centrating efforts to improve the attitudes of those
who are most negative.

EAgaing some of these activities were adapted from the Owen's article,
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Strategies as formal as the administration of instruments designed
to measure attitudes toward evaluation or as informal as: casual conversa-
tions between administrators and their staff can be utilized to determine
attitudes toward evaluation. Based on the results of these surveys
administrators can plan more specific activities such as those that are
described in the remainder of this discussion to gain support for evalua-
tion in the district,

2. Setting an example of support by acting positively
upon the receipt of both positive and negative results.

The example that administrators set when they receive evaluation
results has a great influence on the way in which the staff receives and
uses results. Administrators who view favorable results as a reflection
of the quality of the staff and the district's programs and view unfavor-
able results as valuable information upon which to base improvements can
favorably influence the staff's receipt and use of both Favgréb1e and
unfavorable results.

3. [Establishirg evaluation as an imtggraz part of school
district operation for administrative and instructional
decision-naking and reporting school achievement to the
publie.

When evaluation is utilized regularly, the fear of evaluation
produced by unfamiliarity and uncertainty can be lessened
considerably. Administrators can best achieve this acceptance by estab-
lishing a continuous program of evaluation that pevvades all levels of
school district operation.

4. Stating eclearly the purposes for evaluation and the
role of each staff member in conducting and using the
results. :

In addition to creating familiarity through experience, an administrato
can decrease the uncertainty associatced with evaluation by creating
a common understanding among his or her staff of the meaning and purpose

6
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of evaluation and the role each staff member is to perfarm. One way of
achieving this goal which is highly recommended is the establishment of
district wide policies and procedures for evaluation which can then be
communicated to each staff member.

5. Securing the participation of staff in planning,
Zmplementation ard use of evaluation.

Greater support for evaluationamong the staff can be obtained if
they are not solely the victims of evaluation efforts but are also actively
involved in decisions regarding the eva1ﬁééian to be conducted. Staff
participation can be helpful to administrators and avaluators alike in
determining evaluation needs, designing evaluations to meet these specific
needs and providing suggestions and assistance in the use of results.

6. Maintaining open channels of communication between
the administration, evaluators, staff and public.

| The fulfillment of this major responsibility can do much to ease the
minds of those persons directly affected by evaluation. As we as a nation
have so recently discovered, suppression of information and isolation of
leaders in regard to any given program can Tead to paranoia, fear, dis-
trust and a variety of other undesirable situations and environments.
Administrators who establish am open communication policy regarding evalua-
tion and take steps to accurately portray the results that are obtained

can do much to reduce the incorrect rumors and suspicions that so often
accompany the innocent or overt suppression of in?armat{an Fram constituents.

7. Providing administrative support and assistarice to
staff whose projects or performance are being evaluated.

In order to develop support for evaluation, staff membérs need to
know that they do not become "untouchable" or outcasts when their projects
and/or performances are being evaluated. If the purpose of the evaluation
is improvement, this fact should be clearly communicated to the staff and

7
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the necessary support services to enhance improvement should be made
immediately and continuously available. In cases where evaluation is to
be utilized to make decisions regarding continuation or termination of
projects or employment, this situation should be most clearly communicated
and thoroughly explained to the staff.

8. Focusing evaluations as the information needs of the
district staff and/or constituents.

Perhaps the greatest support for evaluationcanbe obtained if staff
members and constituents are provided information which theg perceive to
be of jmmediate value, app1icabiiity, and interest. This requires that
administrators be cognizant and sensitive to the needs of their staff and
public and provide evaluation services that will meet thess needs.

) 9. Eﬁauidéﬁg staff in-service in evaluation.
The capability and willingness of staff members to participate in
planning and utilizing results of evaluations should be increased as ghey

learn more about the process of evaluation. In-service training in the
evaluation process, e.g. identifying evaluation needs, planning -evaluations,
selecting, developing, and administer5ng evaluation instruments, analyzing
results and developing reports describing evaluations, should give the
staff sufficient skills to actively participate in planning and conducting
evaluation activities. In-service training sessions accompanying the
release of evaluation results should n@tﬂénTy describe the r25u1£5 but
also contain suggestions that staff members could follow to use the evalua-
tion results in their work.

In summary, the ciimate or attitude toward evaluation has a great
deal of influente on the way and extent in which evaluation results are
used in a school district. Administrators wishing to maximize the use of
evaluation results need to be aware of staff and constituent attitudes

8
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toward evaluation and take actions to improve or maintain a supportive

climate in which to conduct evaluation activities.




II. FOCUSING THE EVALUATION TO MEET SPECIFIED NEEDS

The potential usefulness of evaluation is determined, to a large
ﬁegfee, by the adequacy with which it addresses the needs of the individuals
~ or dnstitutions who will receive the results. One of the first evaluation
tasks is, therefore, one of determining what the needs for evaluation are
and then selecting the kinds of evaluative information that will meet
those needs. Administrators of school districts are usually in the posi-
tion of knowing the most about the district's overall needs. It is,
therefore, important that they participate in the decisions that Tead to
a narrowing or focusing of evaluation efforts.

From an administrative viewpoint, some of the more important categories
of alternatives which provide a focus to evaluation are: (1) the meaning
and purpose given to evaluation; (2) the specific audiences that the
eﬁaiuati@n will serve or address; and (3) the information that the evalua-
tion will provide. It is important to reiterate that these are categories
of alternatives. Ther; are, in other words, no immediately correct sets
of variables or designs for evaluation. Each alternative gives evaluation
a rather specific focus and should be Qeighed in light of the particular
needs of the district.

Determining the Meaning and Purpose of Evaluation

One of the first steps in focusing an evaluation 1is to establish a
clear position regarding the meaning and purpose evaluation is to have.
Because educatiomal evaluation evolved from a variety of conceptual

bases and has been utilized for many purposes, it is quite common to find

11
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many definitions and uses for evaluation in the 1iterature and in practice,B

Each of these approaches has some definite and often different implications
%DF the manner in which evaluations will be desﬁgnéd, conducted and used.
it, therefore, becomes important that administrators seeking to meet
certain needs know what they can expect to obtain from the appraégh they

select.

What is Evaluation?

Appraisals are dinevitable. Citizens, parents, students,

teachers, administrators, board of education members, and

representatives of the state department of education have

“views (judgments) rvegarding the strengths and limitations

of given schools or school systems...The question that con-

fronts the educational administrator, therefore, is not

whether or not there will be appraisais. It is, rather,

whether or not the appraisals will be reasonably valid or

only judgments made on the basis of inadequate data, or

even with merely rumor as the "foundation."

(Morphet, Johns and Reller, 1967, p. 533)
Evaluation, as perceived for the purposes of this paper, is not a

determination of worth which is based solely on personal perceptions and
opinians, but a disciplined process of inquiry designed to obtain accurate
information about its objects. Evaluation of a school district's reading
program, for example, would not be considered adequate or complete if
taken from statements -in a newspaper editorial, remarks of a vocal citizens'
group or even opinions of the district's administration. While each of
these "evaluations" may in reality be corvect, the type of evaluation which
is to be discussed here is a more systematic and scientific process which
should lead groups having divergent opinions to similar conclusions if
the process were repeated.

3Stee1e (1973), for example has categorized over 160 approaches to
evaluation into six major and different conceptual areas.

12
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EXAMPLE I

In a recent telephone survey of State Education Agencies
the question was asked, "Would you identify some school
districts in your state which are conducting exemplary
evaluation programs?' Examples of the responses given are
listed below: A
1. “Al1 the distvicts in our state conduct evaluation
programs. Each has an extensive program of group
and diagnostic testing."
{Bualuation means testing}

2, "There are no districts in our state that have an
evaluation program.”

{Here it is difficult to determine what evaluation meant

to the respondent because the current state education

directory listed four school districts that had directors

and/or departments of evaluation.}

3. "We are just beginning to write cbjectives in many
of our school districts. We hope to begin imple-
menting evaluations of these objectives next year."

{Bualuation means determining the achievement of objec-
tives. }

And the most common response:
4, "What do you-mean by 'exemplary evaluation programs'?"
{Evaluation means?? 7}

In spite of this apparent confusion, there are three definitions of
evaluation that currently seem to be receiving the most widesﬁread recog-
nition and use. They are: (1) evaluation is the process of determining
the achievement of objectives: (2) evaluation is the process of providing
information for decision-making; and (3) evaluation is the process of
determining the worth or merit of a program, activity, etc.

The definition which has probably received the greatest acceptance
and use among educators in 10c$1 school districts s one in which
evaluation is defined as the process of comparing performance with
Behaviorally stated objectives. This approach to evaluation was

13

20



developed in the 1930's by Ralph W. Tyler (1942) and his associates

as they conducted the weil-known Eight-Year Study. While variatiens

on this définition‘have been developed over the years, the basic
procedure for conducting evaluation when this definition is used

is to: ‘(1) develop a set of behaviorally stated objectives; (2) select
or develop measures to determine thé achievement of the objectives;

' (3) gather data on the specified behaviors; and (4) compare the results
to the pre-specified criteria set in the objective. A program is then
judged on the basis of the achievement of its objectives. For many
evaluations of this type, the objectives reflect desired student outcome
behaviors which are viewed by many as the ultimate criteria for program-

matic success.
There are several advantages to this approach to evaluation. First,

basing evaluations upon pre-specified objectives provides an immediate

focus and thus simplifies the process of evaluation design. Some objec-

to be done is included in the objective itself. Secondly, because the
criteria for success is stated in the objective, it is easy to determine
if the objective has been achieved. It is simply a matter of comparing
the evaluation results to the stated criteria. Finally, objective based
evaluations focus on outcomes, usually related to students, which are very
important concerns for school districts and their génstituénts, |
There . are, however, some limitations to the use of this definition at a
school district level that should be noted. As mentioned previously, most
objectives are written in terms of student outcome behaviors. Evaluations
based on these outcomes provide some very important information related to
student status and progress. They do not, however, provide information

on the aspects of the program such as teaching method, content, cost, suppor
14
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services, etc. which an administrator must manage in order ta correct
deficiencies in student outcone behaviors or other related student variables
such as socio-economic status, home environment, etc. which may have consider-
able effect on gtudeht outcome behaviors., These evaiuaticn§, in other
words, point to the i1Tmess but do not suggest causes or éureS*

A second problem is that the development of objectives often breaks
the program +into parts, e.g. achievement and éftitude, which are then
evaluated separately. This fractionalization makes it difficult to view
the program as a whole or to determine the relationship between the behaviors
measure.

Finally, the basis for conducting this type of evaluation is the

existence and quality of a set-of objectives. Programs for which no

impossible to evaluate using the steps ]isted earlier. In addition,
because the objectives themselves are seldom evaluated, the quality of
the evaluation must most often rely on the quality of the objectives that
have been developed., Programs with weak or inappropriate ohjectives will
most often produce weak or inappropriate evaluations.

A second popular definition of evaTQatign is prﬂuiding information
for decidion-making. Administrators adhering to this type of definition
would be especial1y sensitive to the decisions that would neaed to be made
about a program and see to it thatinformation related to the decision
is made available thraugh the evaluation. This definition has been par-
ticularly beneficial in focusing the use of evaluation to the educational
and administrative questions that are daily faced in schools. It also

has the advantage of expanding the kinds of evaluative inf@rwation that



can be proviced to include information about aspects of a program such as
needs, goals and objectives, procedures and activities as well as éutcamés.
Fiﬂa1]j, this type of ‘evaluation has the advantage of providing information
at any time in a program's ‘operation that a decision is needed rather

than only at the end:of a program when outcormes are determined.

The major limitation of this type of evaluation is the difficulty of
ifdentifying and specifying educational decisions and decision-makers.
Without this information it becomes difficult to design appropriate evalua-
tions té meet decision making needs. A second Timitation occurs when
attempting to distinguish between the kinds of -information fhat are
needed for decision making. The meaning which evaluation is to have
becomes somewhat confused when information which is not clearly evaluative
is provided for decision making purposes. Finmally, providing information
for many of the educational decisions that need to be made can be an
extremely &amp1ex and costly process, decreasing its capability of being
implemented in many school districts. Because of these and other diffi-
culties associated with the use of this definition, some evaluators, e.g.
Scriven (1967) and Stufflebeam (1975), are perceiving it as a purpose or
use for evaluation rather than a statement of meaning.

A third definition which is gaining increasingly wider acceptance is
the one provided us by the dictionary. Im this definition, evaluation is
the process of determining the worth or merit of a thing. C(learly, this
is the simplest of the definitions givenhereand the least specific in
terms of providingindicators of how the evaluation is to be done. It does,
however, have the widest acceptance and understanding by educators and the
lay public alike and appears to make up in meaning for what it lacks in
specificity. The use of this definition wequires that information be

16

23



A

gathered;;aﬁaTyzed, and interpreted so that a determination of the merit

of the program or any of its aspects being studied can be made. Because

it 'is not specifically tied to student outcomes or instructional decisions,
all areas of the school program can bg considered when an evaluation design
is being developed. The selection of an evaluation design or technique,
when this definition is accepted, becomes more closely aligned to the pur-
pose for which tﬁe evaluation is being conducted and the specific questions
that it is to address. - ,

The major limitation of this definition for administrators 1is its
?ack of specificity for designing and conducting evaluations. Persons
using this definition FDE evaluation must use their knowledge of the many
techniques of disciplined inquiry in order to develop an evaluation
design that will provide information that can be used to determine the
vorth or merit of the object of the evaluation. A second limitation is
the difficultyof determining the criteria or values that will be used to
determine warth or merit.

Unfortunately, none of these definitions has become universally
accepted and all are being heavily utilized. It is, therefore, important
that administrators become acquainted with existing conceptualizations so
that they can (1) overtly select a definition which best fits the evalua-

tion needs of their district; (2) best use the results of mandated evalua-

- tions which may be based on.a differing cgn;eptua1izaticn than the one

used in the district; and (3) provide a common basis for communication

concerning evaluation among their staff and constituents.

What Is The Purpose Of Evaluation?

While there aremany purposes for which evaTugt‘icns can be conducted
in a school district, it appears that they all cluster into two main
categories: (1) providing information which is relevant and useful to the
17
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decisions that are made in the district; and (2) providing information
on school district accomplishments for distribution to various funding
and/or governing agencies and publics. '

The major characteristic of evaluations that are conducted to provide
information for decision-making is their responsiveness to evaluation
needs within the district, They are designed primarily to provide
information to use in the administration of schools and the improvement
of educational programs. They can be designed, for example, to:

1. determine the effectiveness of instructional programs;
staff, methods, etc.;

¢, identify operational needs;

3. provide a basis for the allocation of funds to programs
and/or operational areas;

4, identify strengths and weaknesses in a given program area;

%, determine the worth of alternative approaches; and

6. monitor ongoing programs,

When the evaluations are completed they are fed back to the staff
personnel in the district who are responsible for the area being evalua-
ted. Evaluation, for this purpose, is%mos;AthenConducted and used
internally by the district.

Evaluations which are intended to provide information about school
accompl ishments to an external audience are characterized by a more out-
come~0riented approach and, in many cases, adherence to the design and
reporting regulations of the agency to whom the report is sent. These
evaluations are used primarily as a school public relations and partici-
pation tool between the district and its community and as an acceuntabiii%y
mechanism for the constituents and agencies which have granted funds or

servicas to the district. They can be used, for example, to:
18
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1. provide information on school achievements and/or needs
to local decision-making bodies;

2. provide information on school achievements and/or needs
to the public;

3. meet state and federally supported program requirements;

4. comply with legislated accountability requirements;

5. comply with state accreditation requirementsé and

6. comply with regional accreditation requirements.

Evaluations conducted for this purpose have a more external use with
the results most often being transmitted to groups or agencies outside of

the immediate school district staff.

EXAMPLE 2

In the Dallas, Texas school district, specific °
provisions through board-approved policy have
been developed to ensure the appropriate use of
evaluation for both decision-making and accounta-
bility. Process evaliations, as they are called,
are conducted by the district's evaluators to
determine specific strengths and weaknesses in
program operation. These results are, by policy,
relayed only to the program staff members who
have the responsibility for implementing and
directing the program. Based on the results, the
program staff can alter or modify aspects of the
program that are not effective and capitalize

on its strengths. Product evaluations are con-
ducted to determine the overall accomplishments
of the program and are, by policy, reported to
the administration and local board of education,
In this way evaluations are tailored to the needs
and responsibilities of both the program staff
and district-wide decision-makers. Ehebster, 1975)

When the information needs of external agencies and the public over-

lap with those of the school district staff, evaluations can be designed
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to serve both the purposes of decision-making and reporting to external

audiences.

When the information needs differ, however, choices need to

be made concerning the purpose of the evaluation so that appropriate

questions can be studied and reporting mechanisms developed.

A quick

check of the purpose for which an evaluation is to be conducted can be

made by comparing the district's purposes and the characteristics of its

use to the chart in Figure 1.

Figure 1.

A Comparison of the Two Major Purposes

for Evaluation in Local School Districts

Purpose

Provide information for
administrative and instruc-
tional decision-making in
the district

Provide information on
accomplishments to fundin
governing agencies and
the public

Goal

Improved instruction
More efficient district
operation

Improved school/community
relations

School district accounta-
bility to funding/
governing agencies and
public

T —

Focus of
the Evalua-
tion

Aspects of school district
operation which need to be
improved or strengthened

Total school district and

accomplishments

Primary
Audience
for the
results

School district staff

External funding/governin
agencies
Public

Major cri-
teria for
judging the
evaluations

Relevance to school district's
needs

Timely provision of information

Responsivenéss to distiict
evaluation needs

Objectivity and
Credibility of results

20

27



Closely related to determining the purpose for evaluation is the
identification of the audiencés who will receiveand use the resulting
information. This is because one of the key characteristics of effective
evaluation is its utility or capability to be used. In order to be of
use, evaluations must be focused to a large extent on the needs of their
audiences.,

The extent to which the results of an evaluation are perceived to
be useful to any group is largely determined by the degree to which the
results address areas of interast and usefulness to them. Fror an instruc-
tional program area, for example, teachers may wish to know which materials
and approaches are most effective for students of various abilities.
Principals may wish to know which organizational patterns, i.e. team teach-
ing, open $pace, traditional, etc., are most effective. Supervisors may
wish to identify areas of needed teacher in-service. The administrative
staff may wish to know the overall accomplishments in the area and be
provided inForﬁation that would assist them in allocating personnel,
materials, facilities énd monies to the program. The board of education
and public may wish to know what students are achieving in the selected
program area.

It is for this reason that administrators and evaluators need to
identify the major audiences that each evaluation will address. Provi-
sions can then be made to ensure that the design of the evaluation
includes questions addressed to the types of information that its audiences

will use.
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EXAMPLE 3

Some of the audiences to which a school district might
direct its evaluation results include:

DIRECT PARTICIPANTS:

Local Board of Education
Superintendent
Administrative Staff
Instructional Supervisors

Principals
Department or Grade Level Chairpersons
Teachers

Instructional Support Staff
Noninstructional Support Staff
Students

INDIRECT PARTICIPANTS--CLOSE ASSOCIATION

Parents

Ancillary Booster Groups

Local Education Organizations
Teacher Organization
Phi Delta Kappa
Special Interest Parent Groups

Education Committees of Larger Organizations
Service Clubs (Lions, Women's Club, etc.)
League of Women Voters

State Education Agency

Federal Agencies

Foundations

INDIRECT PARTICIPANTS--DISTANT ASSOCIATION

Political Leaders

Business and Industry Leaders

Community Agencies and Organizations

Professional People

"Blue Collar" Working Class

Disadvantaged People

Non-Parent Adults

Older Citizens

Nearby Colleges and Universities

Educational Researchers

Media ,
{From Kean (1975), Woods (undated),
and Bettinghaus and Miller (1973)}




Identifying the audiences to whom evaluation results should be
addressed determines who will be the target of the results but does not
specify what information they need. To determine the information that
should be transmitted to identified audiences requires an awareness of
their interests in educational information, their knowledge of potential
areas to be included in the communication and their attituhe toward the
schools and the particular program being evaluated.

Administrators know as a result of their experience that the various
groups associated with their schools have differing interests in the school
program. Some grcups are most interested in the instructional program,
some the achievements of pupils, others the costs for education, etc. If
the major interests of targeted audiences can be identified, evaluations
can be focused more appropriately to their particular interests and needs.

EXAMPLE 4
McClosky (1967? pp. 244-245) ,for example, provides a chart
of typical publics, size and communication function and
major interests in schooling which may be a helpful starting
point for district personnel who are trying to identify the
interests of targeted audiences. Information such as the
following is provided:

Parents

Large, exceptionally interested group--includes some social
Teaders--constantly communicates widely through person-to-
person and person-to-group channels.

Major Interests in Schooling

Children's educational needs and accomplishments, school's
contributions to children's well-being, happiness, and

social status--personal satisfactions derived from children's
academic achievements and participation in school activities.
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As administrators identify the audience for evaluation they will,
undoubtedly, on many occasions find that there are several audiences which
‘would benefit from the results. To the extent that it is possible ,evalua-
tions should be designed to meet these different needs. When the extent
of the evaluation effort becomes prohibitive or the needs of the various
audienaes conflictsadministrators should then place these audiences in
éome priority order so that the needs of the most important or crucial

audiences can be met.

What Information Should The Evaluation Provide?

The areas of an educational system that can be evaluated are Timited
only by the techniques and skills which we currently possess to evaluate
them and the imagination of those responsible for selecting areas of the
school program to be evaluated. Al1l aspects of school district operation
in effect are, therefore, available for initial consideration as an

~object of evaluation. The difficult tasks are those of: (1) selecting
those areas of the school district program where the need for evaluative
information is the greatest; and (2) determining the types of information

that are needed about the areas that have been selected.

Selecting the Areas of the School Program to be Evaluated

Before selecting areas of the program to evaluate, administrators
should, from some framework, consider all of the areas of the district
that might benefit from evaluative information. There are many ways to
view the facets of a school district that can be evaluated. One helpful
delineation is provided in the partial list of appropriate evaluation

objects given by Stufflebeam (1975, p. 8);
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Programs - ongoing, goal directed activities,
involving especially curricular offerings

Projects - time-bounded, goal-directed activities
such as federally funded experiments

Personnel - teachers, administrators, coaches,
counselors, custodians, etc,

Students - persons enrolled in instructional

offerings

Facilities buildings, equipment

Materials books, films, tapes, etc.

Ideas - theories, plans, and designs

colleges, school systems, community
service agencies, foundations, etc.

Institutions

evalution studies themselves should
be evaluated

Evaluations

Using this breakdown it is possible to envision the evaluation of:
(1) regular, on-going programs in a school district such as the reading,
physical education and cultural arts programs; (2) special local and
externally funded programs such as experimental approaches to classroom
organization e.g. open classrooms, team-teaching, individualization of
instruction, and ESEA Title I and Title III programs; (3) teachers,
paraprofessionals, administrators, supportive staff; (4) student progress
in cognitive, affective and psychomotor areas; (5) the adeqﬁacy of buildings
and equipment for programs which have specific facility needs, e.g.
vocational educat%bﬂ, environmental education, science, physical education,
etc; and so on.

Another useful way to categorize the kinds of evaluation that might
be conducted is according to the major areas that comprise school district
operation, e.g. administration, curriculum and instruction, personnel,

finance and business management, and physical facilities.
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The Philadelphia public school system describes its
evaluation focus around some of the major areas of
school district responsibility.
1. Administrative and Survey Research Services:
arovides a pupil data system, socioeconomic
and demographic analyses about the school and
community populations, followup studies of
graduates and dropouts, and maintains a manage-
ment information center for administration.

2. Instructional Research and Development Services:
assists in the development of proposals and tests
and maintains a data management unit of instruc-
tional information.

3. Testing Services: has the responsibility for the
development, implementation, and administration
of all phases of the district's group testing
program, provides staff in-service related to
testing.

4, Priority Operations Evaluation Services: provides
research assistance in the priority areas of the
district superintendents and evaluates programs
in the five priority areas of the district.

5. Federal Evaluation Resource Services: conducts
evaluations of public and non-public school
federally funded categorical projects,

(Kean, 1975)

A third way in which to view the kinds of programs that can be
evaluated is according to the types of evaluations that are conducted,
e.g. surveys, program evaluation, testing or assessment, research, etc.

EXAMPLE 8
Saginaw, Michigan public schools categorizes its
evaluation according to the types of services that are
performed. Some examples of the areas included in

their program are:

I. Program Evaiuation

Evaluation of ESEA Title I programs

Evaluation of the adult basic education program
Evaluation of the migrant education program
Evaluation of the bi-lingual education program

U1 —
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II. Assessment Services

8. Provide coordination and supervision of the
school district's assessment program

10. Develop and maintain the department's
Instrument Bank

II1. Research Services

11. Conduct a dropout study in each secondary
school

12. Prepare a written report of the student

7 attitude survey conducted in grades 8 and 11

15. Develop a mechanism for disseminating current
research findings to the professional staff

17. Conduct a context evaluation (needs assessment)
at the district and building level

~ (Taylor, 1975)

Utilizing these or other frameworks for reviewing the district's
programs, administrators should quickly find that there are many more
areas that could be evaluated than time, staff and other resources allow.
The selection of areas which will ultimately be evaluated is most often
then a matter of narrowing the choice of alternatives by determining the
importance to the district of the resulting evaluation information.

There are a number of ways in which the importance of evaluation of
given areas of the school program can be identified. Whether planning for
the development of a comprehensive evaluation system in a district or for
a single evaluation, a good place to bégin is with the information which
is required by 1egis1atiQegfunding and policy mandates and, therefore,
must be collected. There is no decision to be made here, but the identi-
fication of this information provides a list which can be consulted when
other information needs are identified. Reference to documentation of
required evaluation information helps planners prevent the duplication of
data gathering activities and helps them judge the amount of further
evaluation activity they can afford to conduct.
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It is a Tittle more time consuming to select the remaining areas of
the school program that need to be evaluated. Several sources can provide
inputs into this decision.

One source for determining the area to be evaluated is the opinions
of the staff and constituency of the school district. Surveys asking
persons to list their preferences for evaluation or prioritize a list of
evaluation needs can be administered to the total school district staff;
special subgroups of the staff, local board of educztion members, repre-
sentatives of key community groups, the total community, pareﬁts and/or
students. Results of such a survey can provide a Tist of evaluation
needs in order of their preference.

Another source for identifying areas that need to be evaluated are
those areas of the school program which can be identified as being par-
ticularly wéak or strong. Particularly weak programs need to be evaluated
so that problems associated with the program can be identified and correc-
tive plans developed. Particularly strong programs need to be evaluated
so that the reasons for success cen be identified and, if possible, utilized
in other programs. Programs that need‘inténsive evaluation can be identi-
fied by reviewing test scores and other evaluation data, consulting with
teachers and supervisors or by obtaining suggestions of the administrative
staff.

* A third source of information that can be used in identifying evalua-
tion needs is the new and/or innovative programs designed to meet a special
need for which there is Tlittle or no evaluative data. Because they are
new to the system, evaluations can be designed to determine if the programs
were correctly and fully implemented and if they are achieving the desired

results. 35
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Another source to consider when attempting to determine what will be
evaluated is thn specific interests of the Tocal board of education members,
parents, community groups, etc. Responsiveness to these needs can con-
tribute to positive school-community relations and to support for the
evaluation program in the community.

After the most important areas for evaluation have been identified,
it may still be possible to have too many areas of concern to feasibly
evaluate. In these instances administrators may need to seek ways to
prioritize these areas or set up a multi-year program to evaluate each
of the selected programs.

EXAMPLE 7

The White Plains, New York school district determines

what it will evaluate on a yearly basis. In the early
spring requests for program/project evaluation are
solicited from groups such as the building principals,

the PTA council, advisory committees, teachers, students,
parents and the administration. An Evaluation Priority
Committee composed of the assistant superintendent for
instruction, members of a district coordination team

for curriculum and. instruction, the superintendent's
administrative assistant, the research/evaluation coor-
dinator, the reading coordinator and the assistant director
for pupil personnel services reviews the 1ist and the
district's required evaluations (federal programs,

Board of Education goals, etc.) and develops a proposed
list of evaluation priorities. In June, this list is
presented to the Administrative/Supervisory staff of

the district for discussion. On the basis of this input
and the resources available in the district for evaluation,
the Evaluation Priority Committee determines what will be
evaluated during the upcoming school year.

(Recommended Process for Identifying
Evaluation Priorities, 1974)

Determining the Type of Evaluation Information that is Needed

Once areas to be evaluated have been selected, the specific types of
information that need to be gathered should be determined. When, for
example, it has been determined that the area of reading should be evaluated
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administrators and evaluators need to decide if the evaluation design
should contain provisions for gathering data related to student achievement,
student ability, student attitudes, student interests, teacher preparation,
adequacy of materials, adequacy of implementation of particular programs,
etc.

At this point it might be contended that administratorswho tread here
would be assuming a role that rightfully belongs to the evaluator. In
some cases, such as an external evaluation of a school district, this may
be true. In other cases, however, when the district itself is seeking the
evaluation, administrative input, or at least review of the types of
information to be gathered,it is important to ensure that the evaluations
meet the district's need.

There are several sources #hich may be considered to determine the
types of evaluation information that might be collected:

1. the types of information identified in objectives
related to the program;

2. the particular purpose for which the evaluation is
being conducted;

3. the audiences who can be expected to be interested
and/or use the results;

4. the opinions of experts and/or research in the
area being evaluated;

5. the types of information specified in an adopted
model for evaluation; and

6. the experience of others who have conducted similar
evaluations.

Objectives for the program being evaluated, whether specifically
developed by the district or drawn from curriculum guides, textbooks,
policy manuals, etc. provide some information on the types of behaviors,

e.g. achievement, attitude, etc. and activities that can be expected in



a given program. These are important first sources for persons designing
evaluations to consult.

If the purpose for the evaluation is decision-making, there are
questions such as the following that need to be answered. What kinds of
decisions need to be made? Who will make the decisions? What types qf
information do they need? If the purpose, on. the other hand, is to report
the results to external audiences, what types of information do the
recipients of the results need?

If audiences have been previously identified, it may be helpful to
refer their particular interests and information needs as a source of
information for determining the types of data to collect.

Experts in the area are always a good source of information to
consult when trying to determine the types of information that are needed
to evaluate a program. Subject area specialists are often found on the
school district staff and can be consulted to determine the types of
information needed. Other experts can be hired or consulted through their
writings. The library is always a good place to begin a search for the
types of information needed because it contains the opinions of experts,
reviews of the literature on the topic and research studies which have
been conducted to determine the important factors related to the topic
being evaluated.

Some administrators may find it beneficial to adopt a specific model
for evaluation which identifies some of the types of information that
should be gathered. If, for example, an administrator were to choose to
utilize the CIPP (Stufflebeam, et.al., 1971) model for evaluation, he or
she would seek information related to the goals of the program, the parti-

cular design of the program, its implementation, and the results achieved.
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If a model such as the one presented by Hawmcind (no date) were chosen,
types of information gathered would be related to behavior (cognitive,
affective, psychomotor), instruction (organization, content, method,
facilities, cost), and institution (student, teacher, administrator,
specialist, family, community). There are, of course, other models for
evaluation that could be chosen, each having some implicatijons for the
type of information that should be collected.

A final source for determining the type of evaluation to be gathéﬁéd
is the experience of others who have conducted similar evaluations. Per-
haps the largest source of information related to the experience of others
is the ERIC collection which can be found in most major libraries and
contains many evaluation reports conducted in school districts. A com-
puter search of this collection is rather inexpensive and can provide
abstracts of the evaluation reports concerning a given topic that are in
the collection. Another source is either direct contact or the reports
of personnel in other school districts who have conducted similar evalua-
tions.

EXAMPLE 8
A study of evaluation designs in Portland, Oregon
public schools revealed that the best designs asked
for the following types of information.
1. Are the goals of the project being evaluated
consistent with the program goals of the district

and/or area in the subject area concerned (e.q.
reading instruction)?

]

What are the relevant characteristics of the

student population receiving instruction via

the method or using the product in question?

3. To what extent is the program successful in
achieving its goals?

4. s the program economical to operate when com-

parisons are made with other programs having similar

goals?

2
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5. What special resources, personnel and facilities
are required to successfully operate the program?

6. How does the efficacy of the project vary in
relation to the characteristics of the schools in
which it is operating?

7. How does the efficacy of the program vary in relation
to the varying characteristics of the student popu-
lation (e.g. sex, age, aptitude, ethnicity, socio-
economic factors, etc.)?

8. How well is the project functioning in relation to
the operational plan established for it?

(Hansen, 1975)

While it is probable that a great deal of assistance can be provided

by an evaluator in determining the types of information that need tu be

collected, it is important that an administrator be cognizant of the types

of information that he or she needs to have to obtain a useful evaluation

of the selected program.

In summary, there are many factors to consider which affect the

focus of evaluation in local school districts. It has been suggested that

administrators who wish to ensure that the evaluations focus on their dis-

trict's needsbe prepared to respond to the following types of questions:

-Ii

What does the word "evaluation" mean as applied to this
particular situation?

What is the purpose of this evaluation?

To what audiences will the results be reported? What

are their particular information needs?

What specific areas of the school program are to be
evaluated?

What types of evaluative information are needed to
evaluate the program?
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ITI. PROVIDING AN ORGANIZATION AND SUPPORT FOR EVALUATION

One of the most important ways that the chief administrator of a
“ hool district can contribute to the effectiveness of the evaluations
# d influence the staff's attitude toward evaluation is to provide for
* equate organization and support of evaluation. Failure to provide
*.is support most often results in limited use of evaluation, an over-
* irdening of staff who already have many other established demands on
“1eir time, conduct of evaluation by staff members with Tittle or no
" raining for the job, hastily designed and conducted evaluations, ques-
' onable results, and generally a bad taste in everyone's mouth concerning
"1e value of evaluation to themselves and the school district's programs.
"n essence, if administrators do not provide the organization and support
"or evaluation, it is perhaps best to leave it undone.

The factors that should be consiaéFéd by administratoré who are
-aviewing their present evaluation organization or who are beginning to
astablish an evaluation capability in their district include: (1) the
type of organization to estabiish; (2) the placement of the organization

in the administrative structure of the district; (3) the policies and

such as materials, facilities and financial support.

Types of Organization for Evaluation
in Local School Districts

There are several types of organizational structures that can be

utilized for evaluation in a school district. The best type of organization
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is the one which best meets the district's evaluation needs. Prior to
the development of an organization forﬂgVa1uaticn,administrators should
obtain some preliminary information regarding the purpose they wish
evaluation to serve, the extent of the evaluation services they wish to
provide and any resources--personnel, materials, equipment, facilities,
monies, etc.--that aré currently available and can be obtained to support
the eva]qation effort. Then as they consider the types of organization
that can be developed, they can use this information to develop the most
appropriate organization for evaluation in their district.

Any Qrganization_p1an that is established needs to provide the
district with services such as evaluation design, instrument selection and
development, data collection, analysis and interpretation and reporting of
eva1qﬁticn results. Stufflebeam (1973) suggests four such organizational
strategies that may be appropriate to local school districts: (1) in-house
evaluation departments; (2) self-evaluation; (3) contracting with external
evaluation agencies; and (4) evaluation consortia between several school

~districts.

In-house Evaluation Departments

In this organizational strategy a position and/or department of
evaluation is created within the district. This type of arrangement would
be particularly beneficial to those districts who wish to utilize evalua-
tion results for decision-making because of the proximity and constant
availability of the evaluators to the rest of the school staff.

A second benefit of this type of organization is the inclusion of
personnel among the district staff who have evaluation training and skills,
Technical evaluation responsibilities can be assumed by these personnel

relieving this burden from busy staff members who may not have adequate
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training for the job. The possession of evaluation skills in one or
more positions also avails the district of staff members who can readily
train others to conduct and use evaluations.

A problem with this arrangement is that there are not enough trained
evaluators to staff each school disfrict in the country. In addition, for
some districts, the development of an evaluation position or department of
evaluation is too cosf]y,

Another problem arises when the primary purpose for evaluation in the
diétrict is to report accomplishments to external audiences. The proximity
of the evaluators may, in reality or in the minds of some audiences,
decrease the objectivity and credibility of the evaluations. To combat
this criticism, districts who have a position or department of evaluation
may have to secure the services of external experts in evaluation to review
the work of the district's evaluator(s) and give credence to the results

they produce.

Self-Evaluation

A second organizational possibility is self-evaluation in which
evaluation is conducted by persons in existing positions in the district.
If the administrator is fortunate enough to have existing staff memberé
who have sufficient skills in evaluation design, measurement, and data
analysis and interpretation, most, if not all, of the evaluation tasks
can be conducted by the school district staff with Tittle or no outside
help. If these skills are not available within the district, additional
external assistance will need to be obtained.

Several kinds of assistance in this area can be provided to a district,
Most common are the contractual services of individuals or agencies who
can provide specialized evaluation services. Similar consultant services

can usually be provided at no cost by the state education agency. A
‘ 37

A3



second kind of assistance could be provided in tested materials which
guide groups through particular kinds of evaluation activities. Unfor-
tunately, packages of this type are not common and are generally difficult
to TDCate,q
The importance of obtaining outside assistance when these skills are
not available in the district cannot be overemphasized. The design and
conduct of adequate and accurate evaluations requires knowledge of scien-
tific inquiry, measurement, statistics and interpretation of results. The
risks to the quality and usefulness of evaluations of failure to include
this kind of expertise in the design of evaluations are far greater than
the expense of obtaining this assistance.
L EXAMPLE 9
In a school district in the East the decision was made to
establish a self-evaluation system in conjunction with the
district's planning efforts. The superintendent and two or
three of his key administrative staff members had rather
sophisticated evaluation and research skills. The superin-
tendent stated, "I feel that we have 80% of the technical
knowledge and skills that we need to design and carry out
evaluations in the district. For the remaining 20% we
hire outside specialists and agencies who have materials, )
services and experience in the areas that we need assistance."
There are several benefits to a self-evaluation system. The major
benefit is in the potential of incorporating evaluation as a responsibility
and helpmate of all staff members. Initial costs to train the staff and to
design ongoing evaluation procedures may be high, but when these activities
are accomplished, this type of organization may be cheaper to maintain.
Finally, a self-evaluation forces staff participation in decisions regard-

ing evaluation and the conduct of the activities themselves.

%one such package is a document on Curriculum Evaluation developed by
Research for Better Schools. It is currently being revised and will be
available in November, 1975. A4
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The major problem associated with this organizational scheme has

already been discussed--developing adequate plans and procedures for

evaluation when staff members do not have the necessary training and skiils.
The concerned adﬁinistratar can alleviate this praﬁTem by effectively
uti1iziﬁg_externa1 services and incorporating in this use in-service
evaluation training for the staff. Secondly, a self evaluation system is
more difficult to manage and control. Coordination of evaluation efforts,
communication of results among staff and constituents and obtaining uniform,
high quality evaluations are especially difficult. Finally, it is extremely
difficult to control the biases of persons who are evaluating the programs
they also direct. These biases decrease the objectivity and credibility

of results that are obtained.

Contracting with External Evaluators or Evaluation Agencies

Local school districts may choose to contract with external agencies
to provide the technical evaluation services that they need. This is a
familiar.model for school districts who utilize the services of test com-
panies to provide instruméntat"innS score tests, analyze the results and
provide reports of the results for a variety of Tevels within the district.

Evaluation specialists and agencies can provide most of the evaluation
services that a school district requires. They can assist in the develop-
ment of a comprehensive evaluation system for the district, provide tech-
nical services such as evaluation design, instrument development, data
analysis and report development, and provide in-service training for the
district staff.

There are several benefits to this type of arrangement. Teams of
highly skilled and experienced evaluators that would otherwise be unavail-
able to the district can be utilized. If this is the case, administrators
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can expect to receive carefully designed evaluations and accurate results.
Through direct contracted services or by observation, staff members can
obtain valuable in-service training. This kind of assistance, particularly
if the individual or agency conducts the total evaluation and is known to
produce high quality work, is usually highly credible to external agencies
and the public.

The pfimary impediment to the use of external agencies is the often
high cost of their services. Secondly, because they are external, these
agénc%es may not have the opportunity to become as familiar with the dis-
trict and its particular evaluation needs as is desirable. This same fac-
tor may also create some fear and resistance in staff members. Third,
great care must be taken in selecting the agency or individual who is to
provide the services. Unfortunately, some individuals and agencies promise
more or better quality work than they deliver. A final 1imi£ation is
that the district may come to depend solely on the external evaluators to
assume the responsibility for evaluation and neglect its own responsibili-

ties in this area,

Participating in aConsortium for Evaluation with Other School Districts

If administrators wish to utilize the services of trained evaluators
and technicians on a continuous basis but are unable to establish the
kinds efzservices they desire within their district, they may wish to join
with other districts to form aconsortiumwhich would provide these ser-
vices. Districts can pool their resources and establish policies to guide
the provision of services such as conducting system-wide evaluations,
technical services, consultant services in proposal development and special

evaluation problems, and in-service training of staff.
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EXAMPLE 10

Perhaps the most well-known of the evaluation consortia was
the EPIC Evaluation Center located in Tuscon, Arizona.

The Center was initiated through an ESEA Title III pro-
ject and was designed to provide evaluation assistance

to fourteen school districts in the state. The Center

had two major service areas: (1) the evaluation services
division and (2) the field services division. The evalua-
tion services area was designed to provide assistance

to school districts through: (1) the development of
evaluation designs; (2) test construction; (3) data pro-
cessing; and (3) information storage and retrieval. The
field services had the responsibility of initiating self-
evaluation within the school districts by providing con-
sultant services, providing information regarding innovative
practices and providing in-service workshops. The Center
was administered by its own director and staff under the
direction of a board of directors which included the super-
intendents of the participating school districts and
operated according to policies approved by this Board

for its operation.

; (Hammond , no date)

The advantage of a consortiumis that it provides needed evaluation
services by skilled consultants who are in-cantiﬂua1 contact with the
district at usually a lower cost. The limitations are that this service
must be shared and the general difficulties of developing, implementing
and maintaining services to districts with divergent interests and needs .

The type of organizational framework that a school district adopts
for evaluation may not be as clearly defined as those that have been pre-
sented here. Administrators could conceivably utilize the benefits of
each of these types of organizations simultaneously. The importance of
reviewing these organizational types is to acquaint the reader with the
strengths and weaknesses of each type so that decisions regarding the type
of evaluation organization to be installed can reflect the most important

needs of the district.

.
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The Placement of Evaluation in_the Organization

The place or position that evaluation occupies in school district
operation can have ‘an important effect on the credibility of results,
pervasiveness of evaluation services, and degree to which evaluation
needs are met. Credibility of evaluation results is most often perceived
to be a result of the degree of objectivity with which a program is
evaluated. Objectivity is quite often perceived to be a matter of
distance. The closer the evaluator is to the program, the less 1likely
the results will be completely objective. It is for this reason that it
is suggested that evaluators be organizationally separated from the
control and influence of program personnel. For some districts this is
achieved by placing the evaluator or evaluators in a position separate

from all programs and reporting directly to the superintendent. This

reporting directly to the administrator are used. In situations where
this type of arrangement is not possible, credibility and objectivity
can be enhanced by establishing a periodic review or evaluation of
evaluation activities and services by a group external to the evaluation
and program.

One of the most difficult to achieve aspects of an evaluation
system is a pervasiveness of evaluation activities and services to all
of the representative groups in the district who need and desire evalua-
tion help. Because evaluation activities are often limited, it is
common to find that results and services are somewhat isolated from

the ongoing operations and problems of the district. This is particularly
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true in districts where the primary purpose of evaluation is to meet
external requirements or carry out routine,established data gathering
activities. In order to provide evaluation services to all levels of
district personnel, e.g. teachers, principals and central office
staff, evaluators should be located organizationally so that they can
district personnel can have equally easy access to them.

If the purpose of evaluation in a district is to provide information
for decision making, evaluators must be placed in a position that will
allow them to be aware of the decision making and, therefore, evaluation
needs of the district. This usually means that the evaluators need to be
placed in a position close to key decision maker(s) in the district.

The ability to provide needed and appropriate evaluations then becomes
largely dependent upon the leadership capabilities and interests in
evaluation of the administrator under which it is placed.

EXAMPLE 11

Recently a prearranged call was made to a local school district

superintendent in another state to discuss his evaluation program.

His response to the question, "What kinds of evaluation activities

are conducted in your district?" was "Well, actually, we don't do

much evaluation here, but I guess you could talk to our D1rector
of Research to find out what they are doing in that department.’

Conversations with the Director of Research revealed that the dis-

trict had a Department of Research with 20 staff members that was

conducting all of the district-wide testing and federal program
evaluations. Most of the activities they conducted, however, were
required by law, reported to the proper audiences and seldom used
within the district. The Department and its Director appeared to
be fairly well isolated from the administration of the district

and were scheduled for cuts in staff and programs for the upcoming
year.
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In contrast, a visit was made to a district where the respon-
sibility for evaluation was shared by two researchers under
the supervision of one of the district's assistant superin-
tendents who had, with the approval of the superintendent,
established the small research and evaluation unit. They
began their evaluation program by conducting studies that had
immediate applicability to the district as a whole and sought
early in their development to provide evaluative services to
principals and teachers. Both representatives of the admin-
istration and principals in candid interviews discussed the
way in which these studies had been of value to them and their
plans for requesting similar services in the future.

As was the case in selecting the type of organization to install, the
location of evaluation depends on the particular needs and climate of the
district. Location is very important to the effectiveness of evaluation,
however, because the placement of evaluation responsibilities can, in
many cases, guarantee visibility and use or isolation and even-

tual abandonment of evaluation in the district.

Policies and Procedures

A great deal of misunderstanding and confusion can be avoided if the
district has a set of policies and procedures for the evaluation activities
that it conducts. These policies and procedures might include statements
regarding the following:

1. The meaning and purpose of evaluation
2. The organization for evaluation including lines of authority

and communication and the relationship of evaluation to other
positions, departments and programs.
3. The roles of staff and outside consultants

4. Job descriptions of participants in evaluation
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Procedural policies

use of outside consultants

. evaluation design
instrumentation

analysis

reporting audiences and formats

m S O T

Ethical considerations

a. use of human subjects )
b. release of individual results
Provisions of support

released time for personnel
materials

facilities

sources of financial support

I R g o]

EXAMPLE 12

In order to obtain some uniformity in the testing and
evaluation activities of the three subdistricts in the
decentralized Portland Public School system, policies
were developed with respect to the city-wide testing -
program and cross-subdistrict program evaluations.
Areas included in these policy statements included:

I. City-wide testing program

a. types of tests and grades to be included
b. setting standards of performances

c. sampling

d. maintaining and use of item bank

II. Cross-subdistrict program evaluations

a. method of identifying common goals
across subdistricts

method of selecting instruments
type of instrumentation —
type of cost measure

type of score

type of evaluation and balance
(formative, summative)

format of report

T S 5y T

a

(Daﬁerty, 1975)
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Setting down these policies would not only provide a common basis for
conducting evaluations within the system but would also provide some help-
ful guidelines for external evaluators who are not familiar with the

district.

Staffing

The key to the qga]ity of evaluation efforts is largely a function
of the adequacy of the staff that designs and carries out the necessary
activities. What, then are the Ski11s that an administrator should seek
in either internal or external evaluation staff members to Ensure!high
quality evaluations?

Michael Scriven (no date), one of the.country's foremost evaluators,
says that evaluators need every skill known to man. Although we wish to
think that he was being somewhat facetious, there are many evaluators who
would be inclined to agree. Blaine Worthen (1975), another leading
evaluator, chose to take a somewhat more narrow view when he defined
25 general research and evaluation tasks and related competencies.
Although specific competencies were listed for most of these evaluation
tasksglspace does not permit their reproduction. From these tasks,
however, the reader may be able to obtain a general idea of the skills
that are needed to design and conduct evaluations.

1. Obtaining information about an area to be
researched or a phenomenon to be evaluated.

2. Drawing implications from results of prior
research and practice.

3. Conceptualizing the research problem or
defining the object of evaluation.



[e2]

10.

14.

15.

16.

Selecting an appropriate inquiry strategy
for addressing the research or evaluation
problem.

Formulating hypotheses or questions to be
answered by the study.

Specifying data or evidence necessary for a
rigorous test of the hypothesis or an une-
quivocal answer to the research or evaluation
question.

Selecting appropriate research and evaluation
designs to collect data to test the hypothesis
or answer the question.

Identifying the population to which results
should be generalized. and selecting a sample
of the population.

Applying the research or evaluation design
and recognizing or controlling threats to
validity.

Identifying at appropriate levels of gener-
ality the goals of the program to be
evaluated.

Assessing the value and feasibility of
program goals. .
Identifying standards or norms for

judging worth of the phenonmenon to

be evaluated.

Translating broad objectives into specific
(measurable) objectives.

Identifying classes of variables for measure-
ment.

Selecting or developing techniques of
measurement,

Assessing the validity of measurement
techniques.

o
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17. Using appropriate methods to collect data
(tes?s, interviews, unobtrusive measures,
etc.

18. Monitoring the program to detect deviations
from design or specified procedures.

19. Choosing and employing appropriate techniques
of d251gn or specified procedures.

20. Using electronic computers and computer=
related equipment.

21. Interpreting and drawing appropriate con-
clusions from data analysis.

22. 'Reporting research and evaluation findings
and implications.

23. Making recommendations as a result of the
evaluation.

24. Providing immediate feedback on program perfor-
mance for use in decisions about program modifi-
cation,

25. Obtaining and managing resources (material and
human) necessary to conduct the research or
evaluation study.

Lists such as these can be helpful to administrators as they seek to
select a staff to conduct the evaluations for the district. They can be
used as a guide to determine the evaluation skills that are already avail-
able to the district through its existing staff and simultaneously used
to identify those skills™ that are yet needed.

"Personnel possessing needed, necessary skills can be obtained in a
variety of ways. They can be recruited and hired as members of the district
staff. They can be hired on a more temporary basis as consultants. If
the district is near a university, graduate students who have required intern-
ship experiences may be requested. Existing staff members who are interested
in this area may be trained to conduct the necessary tasks. This is a
particularly effective strategy for obtaining evaTuatiDn'pé;EggnET who are
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familiar with the district and are mov-e dnclined to remain, [t45 also
an effective way 0f improving the overil 1 ewal uation capabilitdes of the
district.

In addition to the technical skills re«uired, an addition4l character-
istic that is most des irable For evaluation staff menbers should 10 be
considered--interface skills. In order for evaluitdion to be e ffectively
utilized in the district there must be satisfying avereues througha which
communication between evaluators arel other staff nermbers cam be trarsmitted.
As Henry M. Brickel (1975) stated in reference to external eva lyations ,
"(Evaluators must have) the abil ity to bite the hand that feeds you
while seeming to be omly lickdng it." Evalvators who carnot effect-ively
translate the results of their studies to 1ess techmical 1y oriented
audiences or who la<k the tolerance ard jatiersce to effectively comrmnicate

their results decredse drastically the util ity of tiheir findings.

of both the evaluators and the other personnel who utflize the results.
Educational evaluatiom is a relatively new field and, as a resul€, new
techniques and conceptualizations are continally being -introduced. To
maintain a quality staff, administritors should encourage the dewel opment

of continuous and multi-Tevel staff development activities in evaluation.
Resperc es

As for any other program conducted in the district, resousrces such as
time, persomel, materials, equipment , ficilities, and dollars should be
allocated to evaluation based ors tre type and scope of the activ-ities that
are to be conducted. HWhile this may seenm t0 be an obwiows staterent, it

is common to find that adequate provisions for evalutdon are raot found in

4@
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sthaol d#strict budgets and operational plans, Witheout ackquate resources,
evaluation activities «areno€ be expected to be ef Fectivwely impTlemented.
How much of a district™s budge® should be dewoted to eyaluation? In
indastry figures from 0% to 25% ire common. In exdycation figures of 1%
are extrenely high and as extrenely uncommon. Thes amswer to this question,
of course, dependls on the activities that are o bee corsducted. Extensive
evaluation efforts require 1ardge bucdge ts and opera.tional plans while
modest efforts require less. The important th-ing fow an agpinistrator to
consider is the provis-on of a budget thaet wil7l ge:t the necessary job done.
EXAMPLE I3
Ina recent study of evaluatior ynits in large districts
inTexas the largest percentage of the b udget to pe spent
for evalyation was- 8% in the DalTas Schood System. Actual
dollar expenditires per pupi’l were $6.20, 92. 06, $71.54,
$.48, §1.39,¢.15arnd §,12.
(Jackowsk#, M cNamara § €ole, 1975)

Sumnazy

In this sect for attermts Nave beern made to briefly di scuss those
aspects of organization which have the greatest impact an the evaluat-on
alttivities condicted iraa schoal dis tr-ct. Adnﬂinigtﬁatars who wish to
anaTyze their preserst or proposed or danization for ewalaatipn might benefit
from responding to these questions:

1. Is theowrganizitional stwucture sych £hat it meets the
district™s neexds for evalua tion?

2. 1s the location of evaluation within the structure appropriate?
3. Are there estabdldshed poidic ies and proscedures for eval uation?

4. Are the needed skilTs and abiTit7es ev ilerit in the currvent staff?
. mot, have adecuate plans been devel opecd to secare these skills?

5. Are the all«ca ted resoirces adequate £ oaceomplish the needed tasks?

If mot, can additioral rescwrces be obtaired? If not, have activi-
ties beer redu ced to refTect avadilable resoyrces?
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IV. COMMUNICATING EVALUATION RESULTS

and encourage its use is to implement a carefully developed plan for commu- .
nicating results to targeted audiences and obtaining their assistance

through feedback. To date, however, this aspect of the evaluative process
has been inadequately addressed, accounting, in some measure, for the

Timited utiiitk of evaluation in school districts. Administrators interested
in developing effective evaluation programs in their schools need to be

aware of the basic considerations associated with effective communication

and to install procedures into their operation which would guarantee an
adequate program for communicating evaluation results to potential users.

In order to maximize the use of eva1uat10n resul ts, p]ans for the
communication of findings should be made at the same time that ﬁﬁé e&a]u=
ations themselves are designed. When this is done the school district
staff can be prepared to develop timely and appropriate reports and the
recipients of the results can be prepared to receive the results.

In order to establish an effective system for communicating the
results of evaluation administrators need to: (1) see that mechanisms for
planning and conducting the communication program ave established; (2) be-
come familiar with the district's particular audiences for evaluation
results; (3) see that accurate and appropriate reporting procedures are
utilized; and (4) establish channels and procedures to provide feedback
from various groups regarding the results and to evaluate the effectiveness

of the cormunication system itself.
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These are, of course, types of activities which characterize good
public relations and communications programs in school districts. For
those administrators that have such programs in their districts the
following discussion will provide some suggestions for the inclusion of
evaluative information in their existing communication program. For those
administrators who do not have such established programs the following
discussion is designed to acquaint them with both basic considerations
for communicating information and specific suggestions related to the
release of evaluative information.

Providing the Framework for the Development of a

Program for the Release of Evaluation Results

Prior to specific planning for the release of any evaiuation results,
administrators need to establish the framework and mechanisms by which
- communication of evaluation-results will be conducted. Suggestions such
as the following can provide guidelines to those who will ultimately be
responsible for carrying out communication activities and provide a basis
for judging the adequacy and effectiveness of the resulting communication

effort.

Determining the Purpose(s) for Communicating Evaluation Results

Determining the purpose(s) of communication provides some direction
to planning activities and provides a framework for evaluating the effec-
tiveness of the effort. Bettinghaus and Miller (1973) suggest that there
are four general categories in which most communication objectdives can be
grouped. These are: (a) increasing awareness of the program; (b) changing
attitudes toward the program; (c) achieving compliance with required tasks;
and (d) obtaining supportive behaviors for the program.
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rrom these basic categories specific objectives for communicating the
evaluation results can be developed. Because the purpose for communicating
evaluation results may differ for the various audiences to whom they will
be reported administrators may wish to specify those major purposes which

will ve directed to each of the major target audiences.

EXAMPLE 14

Montgomery County, Maryland identified the following as
specific purposes for their annual school progress reports:

1. Achieve greater parent knowledge and understanding
of the needs and strengths of the school

2. Achieve parent identification with and commitment
to the objectives of the school

3. Indicate how school programs are designed to meet
the needs of students, maximum use is made of avail-
able resources, and the need for additional resources
is substantiated by reliable data

4. Encourage a high Tevel of staff and parent involvement
in school planning and support for the way the school
uses available resources

5. Be an integral part of the process through which all
available data are reviewed to establish school objec-
tives, indicators of their attainment, and follow-up
procedures

6. Involve school staff in gathering and interpreting
available data on the community, students, and school
resoyrces to set school objectives

7. 1Involve representative parents and students in a review
of available data and the school objectives established
by school staff '

8. Communicate school objectives, priority for action
based on these abjectives, and elicit support and
reaction from parents, area, and county staff.

(Elseroad, 1974)
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Establ ishing Policies and Procedures to Guide Communication Programs

When the objectives For communicating evaluation results have been
determined, administrators should consider the development of policies
and procedures which would ensure the aﬁhieveﬁent of these objectives.
Policies for communicating evaluation results are particularly important
because they provide a structure and uniformity to communication efforts
that easethe implementation of the program for the staff and protect the
district from some of the éestructive criticisms which may arise.

Policies for the release of evaluation results may include: (1) the
identification of types of results which cannot be released, e.g. those
results which violate the rights of individuals; (2) those results which
must regularly be released to specific audiences; and (3) the channels
through which evaluation ﬁg5g1ts are to be rgleased. Procedures and/or
guidel ines for communication may be deveicpg@rta asgi;i”stgffrin“dgygiqpiﬁgw;
aﬁwégé;éneséréf the needs ofrvariaus audiences, identifying results to be
reported, developing communication messages, uti]i:ing various media,

gathering feedback and evaluating the communication program.

Establishing or Utilizing an Advisory Committee for Evaluation

Administrators may find it beneficial to include in the organization
for communication, an existing or specially created advisory council,
composed of representatives of the major groups involved and interested
in the school system. Such a council might consist of representatives of
parents, students, teachers, principals, central office staff, the board
of education, major community groups, interested taxpayers, etc. The
major purposes of such a council might he to provide input into the selec-
tion of areas to be evaluated, to serve as a preliminary sounding board to
the results which are to be released, and to serve as one vehicle for the

" transmission of results to the public at large,
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Identifying and Assigning Réggépsibi?ities,fgt7Cgmmuﬂj§§tipnr

A great deal can be done to ease the implementation of a communication
program if the specific functions required to implement the program are
defined and assigned to appropriate staff and advisory personnel. These
functions may be developed in relation to the categories of (i) planning
the communication programs; (2) encoding or phrasing the messages in an
understandable format for the intended audiences; (3) transmitting the
developed messages to intended audiences; and (4) gathering feedback con-
cerning the messageswhich were communicated (Simon, no date). Clearly
when all needed activities are identified and assigned to personnel, there
is much less risk of important activities being overlooked and of staff

misunderstanding concerning their responsibilities for the program.

Developing a Schedule for the Releaseof Evaluation Results

As administrators and staff assume responsibilities for reporting
they should also establish a schedule for releasing the results. The
timing of the release of results has a great deal of impact on the utility
of evaluation and is,therefore, a very important aspect of the total
evaluation effort.

Scheduling the developing of communications regarding evaluation
results should take into consideration (1) the time at which evaluation
results will be available; (2) the time at which decisions must be made
regarding the area to be evaluated; and (3) the times at which target

audiences will be available to receive communications regarding evaluation

@

results.

Additional consideration should be given to preparing interim communi-
cations regarding the results so that targeted audiences can have sufficient
background to receive and use the results and so that they will be prepared
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for the possibility of favorable or unfavorable results. Sufficient

lead time should be provided to inform those who would be asked about the
results time to aéquaiﬂt themselves thoroughly with the findings. At

the same time care should be taken to release evaluation results as soon
as it is feasible to do so in order to prevent "leaks" of partial infor-

mation which can be misinterpreted.

Developing an Awareness of the Potential

Recipients of Evaluation Results

People most often respond to information they receive if they are
interested in it and can understand it. The first step in conducting the
work necessary ta carry out an effective communication program must be,
therefore, to identify and become familiar with persons who will be
potential receivers of evaluation results and their particular information
interests and needs. Then, and only then, can district personnel begin
to design and develop techniques for communicating results to these

audiences which will be effectively received and used.

Identifying the Audiences for Evaluation Information

In the second section of this paper suggestions were given for
identifying evaluation audiences and their needs. In addition to this
information it is helpful for those who are developing communication
messages to know the audiences' level of knowledge and attitude toward the
area in which the evaluation is conducted.

The release of evaluation results is often characterized by the
inclusion of new programs, terms and symbols which are unfamiliar to many
audiences. It is, therefore, helpful to know the level of both knowledge

and/or misinformation that various audiences have concerning areas that




might be discussed in an evaluation communication. This information can
assist communication developers in determining the extent of background
information and pre-result communication that is necessary to create common
understanding of the area being reported among the district and its
audiences.
EXAMPLE 15
In a research study conducted in California 13 parents from
the middle to Tower economic class were asked to read 106 goal
statements for elementary education. The parents identified
1,265 words and phrases that they did not understand. The
study pointed out the need to communicate in understandable
language and to make special efforts to explain new concepts
to the school's publics.
(Barnes, 1972)

Finally, it is extremely beneficial to identify the ctitudes which
varicus audiences have regarding the total school program and the specific
areas that may be discussed 1neva1uat1oncommun1ﬁat1cn5. Th@sewhﬂrmve

negat*ve aLt1tUdES toward the schea]s particularly if they are in a
position to jeopardize a program, need to be identified so that efforts
can be made to attempt to change their attitudes or neutralize their
effects. Those who have positive attitudes can provide administrators
with needed support for their efforts.

EXAMPLE 16

Educators in Pennsylvania received a clear indication of
the opinions of some audiences concerning their evaluation
efforts when the following statement appeared in the
newspaper:

..a group of parents and educators, and the American Civil
Liberties Union (ACLU)...call attitude testing an invasion
of privacy, damaging to children who are sensitive about
revealing their innermost thoughts. ("Student Attitude
Called Privacy Invasion," 1975)
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Identifying the Forms of Communication khich
Are Best Received by Each Audience

Everyone does not read the newspaper, watch television or attend
PTA meetings. It is important in designing communications to select a
technique for communication which will most effectively reach the greatest
number of the specified audience. Attention needs to be given, therefore,
to the identification of those approaches which are most effective for
specific groups.

EXAMPLE 17

In a survey conducted as part of a community-education
project conducted in a rural North Carolina school
district the following results were obtained:
The most effective method of communicating (to the
target audience) about project activities were (1) a
school newspaper entitled "The Bond Community Enter-
prise;" (2) church announcements, and (3) visits to
homes by ESEA Title III home-school counselors., The
least effective methods were by radio and newspaper.

(Bazemore. 1973)

In summary, the effectiveness and appropriateness of communication
efforts can be greatly improved if district personnel can identify the
the following concerning the audiences:

Areas Level

Audience/Priority/ of / of /Attitude/Best Method of Communication
Interest Knowledge :

Developing the Communication

As can be gathered from the preceding discussions a great deal of
work and thought must be given to a communication program before the
first word of a report or message is written. With this background,
however, the task of developing communication is far more clear and less

subject to error.
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The devel@pmeét of a specific communication system for evaluation
results requires: (1) an identification of the evaluation information
to be reported to each audience; (2) the development of messages that
meet the needs of each targeted audience; (3) tailoring the communication
to the media through which it will be channeled; and (4) establishing

channels through which communications and feedback will flow.

Identifying Evaluation Information to be Reported

The information that is to “oe reported to each audience can be
determined by comparing the kinds of information that will be made avail~
able as a result of the evaluation to the identified information needs of
each audience. If this particular activity is conducted at the same time
as the evaluation itself is designed, gaps in kinds of information needed
can be identified. Procedures for gathering this needed information can
then be incorporated into the evaluation design.. : e

As the evaluation information and needs of targeted audiences are
compiled, it should be possible to detect similarities in the types of
evaluation information available and audience needs. When these similar~
ities occur, it then becomes possible to utilize a single communication
for several audiences.

At the completion of this actiyity district personnel should have a
fairly well defined plan for the number of communications that are needed,
the audiences to whom each of these communications should be addressed and
the information that should be included in each communication.

EXAMPLE 18
PRIMES, an ESEA Title III project designed to assist
schools in Columbus, Ohio, to fulfill mandated evaluation
requirements, had as one of its activities the identifi-
cation of audiences, information, dissemination means and
schedule for reporting information concerning the project.
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Charts depicting their decisions for the total
project and activities at the building level are
presented on the following two pages.

(Project PRIMES, no date)

Developing the Messages

It is at the point of developing the communica .on that particular
attention should be given to the nature of evaluation results, the par-
ticular audience to whom the results will be reported and the media through

which it will be transmitted. Some particular suggestions for reporting

avaluation results ;are:5

1. Begin with technically valid and accurate information so that
a truthful account of district accomplishments can be reported;

2. If the audience does not have a great deal of technical
expertise, summarize detailed technical results in clear,
nontechnical language. Save the technical information for
special or required reports;

3, Utilize a more journalistic rather than technical writing
styles , L . 7

4. Avoid jargon; use understandable words, familiar language;
A. Keep comnunications brief;

6. Set a tone in the comnunication that is objective and
affirmative;

7. Provide sufficient background information to explain the
results, implications of the results for future actions
taken by the system;

8. Sum up what the results mean; when possible provide com-
parative and interpretive information; and

9. Encourage realistic expectations.
If the results are bad, Hawes (1972) suggest the following:
1. If they are better than before, say so;

2. Identify clearly future actions that the district plans to take
on the basis of the results.

3. Identify increased support that is needed to improve performance,

4, Avoid implicating individuals for the failure.

55§mé of the suggestions were taken from Shepherd (1975).
60




FXAMPLE 19

PROJECT PRIMES DISSEMINATION CHART

Aud1ences

Committee Meetings
Newspaper Articles
Slide-Tape Show
Television Presentations
Radio Programs o
Brochure 67
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. 7P1SSEm1nat1gn Méans ” ,Cammunizatian, |
State Department News1etter5 Quarterly
of Education Written Reports Quarterly
) _ | Memos As Needed
Congressmen Letters Semi~Annually
Wiley and Devine | Newsletters Quarterly
- Packets of Information Annually
Superintendent Abstracts of Reports - (2 pgs) Semi-~Annually
of Schools Newsletters Quarterly
Oral Presentation at Committee- | Annually
of-the Whole Meetings
Slide-Tape Show ' Annually
Indirect Memo Correspondence As Needed
7' ___through Asst. Superintendent |
Cab1ne; M ﬂbers Abstracts of Reports (2 pages) Semi~Annually
Newsletters Quarterly
Oral Presentations at Committee-| Annually
of-the-Whaole Meetings
$1ide-Tapa Show Annually
Memos As Needed
. ”Cnnsultatinns (Person_to Person) | As Needed
Curricu]um Consultations (Person to Person)| As Needed
Specialists Newsletters Quarterly
Curriculum Reports and Annually
o | Recommendations ) R
Elementary Slide-Tape Show Annuaily
Principals Newsletters. Quarteriy
Consul tations (Person-Person) As Needed{Minimum
Tw1ce a WEar)
Brochure
Individualized School Report Aﬁnua1ly
Information Packets As Needed(Twice Yr.)
System Newsletter Annually
. . Curriculum Report | Annually
Teachers S1ide~Tape Show(Updated Year1y) Annualiy
Newsletters Quarterly
Brochure - - e
Consultations(Person to Persen) | As Needed
Individual School Report Annually
. | Curriculum Report Annually
Parents Surveys Annual 1y

2-3 Timas Yrly.
2-3 Times Yrly.
Annually

Yearly

Twice Yearly




EXAMPLE 7§ (CONT'D)

DISSEMINATION AT THE BUILDING LEVEL

Content to he |

TDissemination

Tmplementation

Communicatgd |Communicator(s) |Audiance(s) Media | Timeline
Area of sc¢hool|-Building ~Parants -Newsletter Early in School
program tp he | Evaluation ~PRIMES Staff |-PTA Meeting |(Year
evaluated Committee ~State Dept. -Memo
~-School Staff of BEducation |[-Standardized |[(Sept. to Oct.)
~Curriculum report form
Area Special-

R S ists . r
Evaluation Building ~Parents -Standardized |Early in School
procedures Evaluation ~State Dept. report form |Year
utilized Committee of Education |-Memo

~PRIMES Staff

-PTA Meeting

(Oct. to Nov.)

Community
dnvolvement.

Building

Evaluation
Committee

|-Schaol Staff

~Parents
~-School Staff
~PRIMES Staff
~service Clubs
ana Organiza-
tions

~Local Gitizens

-PTA Meeting
-Staff Meeting

-Standardized
report forms
-Local News-
paper

=School News-
letter

(Nov. to Dec.)

~|=PTA-News=""" -
letter
-Service Club
Reporting Building ~Parents. -Special Rept. [Winter
Evaluation Evalution ~Service Clubs [-Newsletter
Results Committee ~5chool Commun-|-Transparency {(Jan.-Feb.)
ity report
~PRIMES $taff |-Grade card
~-State Dept. insert
of tducation [-PTA Meeting
~5chool Staff |-Local News-
~Curriculum paper
-Educational
. N R Journals - )
Follow=-up -School Staff [~Parents -Special Rprt. |Spring
Activity(s) -Principal ~Servige Clubs |-Display ‘
to the ~School GComman- [-Slide-Tape  {(March to May)
Evaluation ity presentation
~-PRIMES Staff |-Demonstration
~State Nept. -PTA Meeting
of Education |-Service Club
=Curriguium Meeting
specialists -Newsletter
‘ -Local News-
R _paper _
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In addition to the nature of evaluation results, consEderat iore shoudd
be given to the particular audience to whon the results wi¥l be reported.
Communications should be developed with an understand-ing of the relevance
of the information to the audience arsd the audience's technical understamd-
ing, political perspectives and atteration span. In order %0 encourige two-
Way communication concerning the vesults, messages should Anclude @ pro-
vision for feedback from the audience to the distr-ict. _

In order to effectively utilize nedia, district persornel maust become
aware of the way messiges should be constructed for the media . that has
been selected. TelevisEon spots are clearly ¢iffewent from newspaper
articles both of which are cons iderably di fferent from a 25 pige writien
report. Message creators meed to take -into consideration the required
journalistic style, format, Tenqth, and particular strengths of each med fum

before submitting 4 communication to its use.

Establishing Channels Through Which the Communicat iors W11 _F1ow

It is important to have established charmels through which cormu ni—
cations may flow prior 40 its releaise. This not only eases the pracess of
releasing results but also givess rewspa peylert, pro Jran ihairmeri,s etc
sufficient notice to scihedule the cormunicitfon among tkheir other activi-
ties and provide afy backgroundor lead- in commumications prior #0 the release
of the final results. This <am be dene by init-ally comtacting persomel
through which connundcations will be chinmeled, explaining the pur pose
of the evaluation and t#he cormunication of i&s results and recedving from
them suggestions as €0 the most appropriate wse of tiheir meddum.

It is ther egua®ly important to turture and maintaiz & qood workiig

relationship with thicie persons in order to make the nediwen a viakle tool

for communication and feedback., 7TThi s cian be ac<onp] Eshed by re’leasiyg
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results at the schecdiled time An a Foremat apiropri.ate to the medium, being
operl, available and truthful amd by be-ing prepared to prowide follow-up

information if re uested.

Obt4ireing and Ut-ldi zimg Feed back

E ffective communicat fom is a two-way pricess. Administrators who
retlease evaluation results must be prepared to rec eive and ytilize the
Ffeecback fhsy’ vec eive From targeted audiences. An iﬁi‘ti;.‘l step in this
direct iore would b-e £0 provide and publ-ici ze weBl-k nown chanpels for feed-
bick. These may include pareni-teacher conference s, specially called
hearings 6n the results, PTA meet ings, letter writ ing or personal contact
wWith the admin-ist rator or his or her- staff, Then a5 feedback 15 receqived
administritors need to utilize the results dn prog ram p larming, designing
nty evalyitdons and improving the commenicatiorm preogram itse1f. Publdca-
tion of the use the district has madle of thefeswdback is a valuable way
10 encour-ige additiona? jwpwt and cont-inuous feedb.ack for fyture evalua-
tion efforts.

After the results of an: ewal uatiom have been released and feedback
s been received, disfrict persomel reed €0 zmal_yze their communication
program and the knowledge theey have received. Thi:s analysis can be as
formal as a detailed evalwation design to gather specif led types of
information or as irforma’l as a discussion of the program at a staff
meeting. The tar<ets of this analysis shoydd e tihe comcerns of the
tirgeted audiences and the e ffect ivesess of thez commuini <ation strategy
that was used.

T-ine should Be taken to reassess €he knowl elge, comcesrns and interests

of targeted audiemces to ens ure that info mation that will be used as a
54
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basis for future communications efforts is up-to-date and accurate.
This analysis should also provide an indication of sources of support
for the schools and their evaluation efforts as well as sources and
reasons for criticism.

A second analysis should be conducted to determine the effectiveness
of the communication and feedback strategies utilized. Questions such as
the following might be investigated:

1. Did the messages reach the intended audiences?

2. MWere the concerns of each audience addressed?
3. To what extent were the objectives of the communication met?
4. Was sufficient ground-work and background informatinn provided?

5. Were the avenues for feedback effectiva?; Which were most
heavily used?

6. Were the operational plans for the program fezsibie and vorkable?

7. Were the messages appropriate for the selected media?

On the basis of this analysis, necessary modificaticns in the
communications program should be installed to improve the communication

of results for future evaluations.

Summary

As can be seen from this discussion, the communication of evaluation
vesults is a highly complex undertaking requiring a great deal of planning,
work and specific skills in effectively relaying a message through a
variety of media to different audiences with varying interests and needs.
Because effective communication is the key to utilization of evaluation
results, it is critical to the total evaluation process. Administrators

need to be aware of its contribution and utilize their resources to develop
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a planned program.to communicate their results to selected audiences and
gather important feedback to assist them in the improvement of the dis-

trict's programs and receptiveness to its constituents.




V. UTILIZING THE RESULTS OF EVALUATION

some action, or at Least a comnscious, explieit decision
not to take any action.

Erlandsor. (1973, p. 25)

Educational evaluations are judged by many criteria such as the
accuracy of the results and the appropriateness of the methods used. One
of the most important criteria from the position of a school administrator
is, however, the utility «f ‘e evaluations. |

Ensuring that results :zre used in a school district is one of the
most important of the administrator's responsibilities for evaluation.
It may also be one of their most difficult and frustrating tasks. As
éxperience with testing programs has shown, the mere provision of evalua-
tion results does not éuarantee that th=y w;.{ be used. There are other .
- factors, related to the evalualions themselves and the environment in
which they are released, that have a considerzble effect on the extent
to which evaluations are used. Such factors include:

1. The degree to which evaluat’on results address the
specific needs of €ts a:.liences;

Evaluation results will be more readily used if the persons who
receive them can see a direct application of the results to their particu-
lar needs., When evaluation results do not directly address their needs,
targeted audiences often haVé difficulty determining the implications of
the results for their work. It is for this reasom that such emphasis is
given isi tﬁe focusing and cormunicating stages to determining the audiences

“

for evaluation and their information needs.
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2. The extent to which the intended users were irvolved

in the evaluation process and, therefore, feel com-
mitted %o the effort and its results;

Stufflebeam (1974, p. 25) states, "A principle of educational change.
is that unless persaﬁs who will need to support the change are involved
early, meaningfully and continuously in the the development of an inno-
vation, they Tikely will not support the operation and use of the innova-
tion." The same principle applies to the utilization of evaluation results.
Involvement, commitment, cooperation, credibility and use are closely
related suggesting that administrators wishing to maximize the utilization
of evaluation results earnestly seek the involvement of tatgetéd audiénces
in planning and/or conducting evaluations. - h

3. The extent to which the audience perceives the results
to be true;

ft is an almost impossible task to have people use evaluation results
that they perceive to be in error. It is for this reason that adminis-
trators should continually strive for excellence in their evaluation
efforts. To convince audiences that evaluation results are true,adminis-
trators should commenicate to their audiences the methodologies used to
collect evaluation data Tocusing on those efforts that were made to
ensure objectivity.

4, The extent to which qudiences perceive the use of
evaluation results to be important; and

The degree of importance that the district administration attaches
to the use of evaluation resul ts has a marked effect on the utilization
of results by the staff and public. Administrators wishing to encourage
the use of evaluation results in their districts need to convey the impor-
tance of using evaluation results by providing support to utilizetion

efforts. Staff in-service and public meetings to explain the results
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and provide suggestions for use and released time for staff to study the
results and plan on the basis of the findings are but two ways that the
importance of using evaluation results might be conveyed.

5. The extent to which the staff and public ave willing
to accept charge.

It is often the case that evaluation results indicate a nesd for
change in the way things are currently and, sometimes, traditionally
being done. Educators and publics that are resistant to change will
probably find very little use for thase types of results. Administrators
who actively engage in evaluation activities in their districts must be
prepared to make changes and encourage their staff members to alter
their methods when evaluation results imdicate that such a need exists.

This is not an exhaustive 1ist of factors related to utilization.
It shou1d,'h@wever, provide administrators with some thoughts concerning
the factors that might affect the utilization of evaluation results in
their particular districts and suggest some steps that might be taken to
maximize the use of their evaluation efforts.

Given that administrators, their staff and publies are receptive
to using evaluation resulis, for what kinds of actions can they be used?
The answer to thfs question is dependent on the purpose for which the
evaluation was conducted, the type of information that was provided, and
the imagination and creativity of the recipients of the results. Some
assistance in determining how evaluation results should be used may be
provided, however, by 1ists of examples 1ike the following:

Administration

1. Support and defend adminis{rative decisions

2. Establish district-wide priorities for programs and
operations

3. Allocate funds
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4. Reduce wasteful use of resources, i.e. money,
personnel, materials, equipment, facilities
5. Determine pupil and/or public satisfaction/
- : dissatisfaction with schools
6. Continue or terminate special and/or innovative
projects and prcgrams

Curriculum and Instruction

1. ldentify methods and materials which best meet
student needs

2. Choose curricula

3. ldentify needs

4. Establish district-wide, school building and
classroom goals and objectives

5. Monitor student progress

6. Monitor program development and progress

Personnel

1. [Identify in-service training needs

2. Assign staff

3. Grant promotions, tenure, special supplements, etc.
4. Terminate employment

Pu

ubli

1. Help board of education account to students,
parents and citizens

2. Bring public needs and opinions to the board
of education and administration

3. Imprave communication to publics

4. Increase the knowledge of publics concerning
schools

5. Encourage greater public involvement in

schonl affairs

Governing/Funding Agencies

1. Justify expenditures of funds
2. Document effects of special programs

Practicing administrators, réading a list such as this, can undoubtedly
think of many more ways that evaluation results can be used in their dis-
tricts. For most, however, the transition from thinking to actual use of
results will not be easy. The history of the use of evaluative type
information in public schools is not a good one. Perhaps the most
outstanding example is in the use of standardized test results. Most, if
not all, children in American schools are given standardized tests.
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Unfortunately, the results of these tests have seldom been used to plan
instructional programs for the students. Administrators who wish for

evaluation results to be used in their district may find that they must
work particularly hard on this aspect of their evaluation program before

results are used to a great extent.




VI. THE EVALUATOR'S ROLE

The primary focus of this document hﬁs’b3en those areas of
responsibility for evaluation which are directly within the realm of
school district administration. These have included: (1) establishing
a supportive climate; (2) focusing evaluation on the needs of the district;
(3) providing an organization and support for evaluation; (4) maintaining
a system for communicating the results; and (5) utilizing evajuation
results. ‘E1ear1y, these are not all of the roles and responsibilities
that must be assumed to conduct evaluations in local school districts.
Those responsibilities which;are associated with the actual p]anning and
impTementation arernaticeab1y missing.

The reason for thisomission is that designing and implementing
evaluation studies are not major responsibilities of administrators but
of evaluators and/or the persons in school districts who actually do
the evaluations. These are the activities that require the specialized
skills of inquiry, i.e. identifying evaluation questions, designing plans
to obtain necessary information, instrument selection and development,
and data analysis and interpretation, andarég'therefgreiabest accomplished
by persons specifically trained in these areas.

A more complete picture of the entire evaluation process can be
obtained by reviewing those major responsibilities of evaluators. These
responsibilities inciude: (1) planning éVﬁTLatiDnS; (2) selecting or
constructing instruments; (3) collecting data; (4) processing data;

(5) analyzing and interpretingAinF@rmatiDn; and (6) reporting evaluation

findings.®

6 ' , ,
These and many of the tasks given were taken from Owens (1968, pp. 74-75).
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Planning Evaluations

It is at the planning stage that evaluators can and should draw
most heavily on the input from district administrators. At this stage
evaluators determine what i%rﬁo be evaluated and how the evaluation is
to be done, Determining tﬁéwéreas to be evaluated and the types of
information that should be collected should be based on the identified
information needs of the district and its audiences and the evidence
available in literature and theory that suggests the inc1ﬁsicn of certain
areas in the design. From the purposes for which the evaluation i5 being
conducted, the audiences to whom result: =re to be reported, the char-
acteristics of the area chosen, types of infarﬁatien selected for evalua-
tion, and the resggrces available, the specific methodologies used in
the evaluation are selected. Criteria -for judging the results are
established, Audiences énd their information needs for reporting pur-
poses are specified. And finally, an operational plan including staff
requirements and responsibilities, resource allocations and a schedule

of evaluation activities is developed.

Most evaluation efforts require the collection of similar information
across objects of the evaluation, e.g. students, teachers, schools, etc.
This necessitates the use of some form of instrumentation whether it be
check?ists, tests, attitude scales, observation scales, questionnaires,
opinionnaires, or forms for record keeping. Prior to the implementation
of evaluation activities, evé1uatgrs must determine instrumentation needs,
determine criteria for the type of instruments to be used, select
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appropriate instruments or, when no instrumentation is available, develop
the necessary instruments. When instruments must be developed additional
tasks of pilot testing, determining reliability and validity, and revising

instruments are required.

Collecting Data

The actual work of gathering evaluative information consists of tasks .
such as: (1) identifying the information sources for collecting the data;
(2) specifying the methods to be used in collecting data; (3) specifying
sampling procedures; (4) training personnel to collect data; and (5) admin-
istering evaluation instruments and recording the data. It is in this
phase af the evaluation process that the most extens%ve involvement and

cooperation of the school district staff is needed.

Processing Data

Processing data consists of preparing results so that they can be
analyzed. More specifically it consists of providing a format for coding
data, scoring instruments and providing for data storage, management and
retrieval., For districts having access to data processing equipment such
as computers, this responsibility may also include using existing or

»

writing new computer programs.

Analyzing and Interpreting Information

After the results are collected and coded they need to be analyzed
so that the meaning of the results can be determined. This consists of
selecting an appropriate analytical procedure, designing a means for

performing the analysis and performing the analysis. The results are then
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interpreted in terms of previously stated criteria, the purposes of the

evaluation and the identified district needs.

Reporting Information

This area of responsibility consists of translating the results of
o teziion into communications appropriate for the avdiences wharare to
receive the results., It includes specific tasks such as: (1) specifying
means for providing information to the audiences; (2) specifying the format
for evaluation reports; {3) developing the communications; and (4) assisting
administrators in obtaining feedback. This area of respomsibi?ity must
necessarily be closely tied to the total district's cammunication program.

The relationship of the primary roles forevaluation af administrators
and evaluators can perhaps be more clearly understood hy placing them

together in an approximate order of their occurrence,

| Administrators » Evaluators

| —
»

Establishing a supportive climate
2. Focusing evaluations on district
needs
3. Providing organization and support
‘ : Planming evaluations
Selecting or construct-
ing instiruments
Collaeting data
Processing data
Analyxing and interpret-
ing data
Reporting information

L

[T-T RN )

10. Communicating results to
audiences
11. Utilizing results

The reader should note here the use of the word "primary."
Responsibiilities for evaluation, both ideally and practically, are not as
clear cut. Both administrators and evaluators have secondary important
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responsibilities which overlap. Evaluators, through inservice programs
that they conduct for the staff, assist in the establishment of supportive
climate, communicating evaluation results and providing assistance and
direction for utilizing results. Administrators, through their efforts

to focus evaluations and the erganizatipn and support they providej assist
evaluators in planning and implementing evaluations.

VIt has als® not been the intent of this discussion to imply that
administrators and evaluators are the only persons who have responsibilities
for evaluation in a school district. While it may be granted that admin-
istrators and evaluators have the major responsibilities for installing,
designing and implementing evaluation activities, it is most often the
level of partigipation by other staff members and constituents that
determines the quality, apprnpriateﬁess and” usefulness of the evaluations

conducted in a-district. Evaluation is, tharafore, a team activity

enhanced by the efforts and ideas brought to 1t by the many perséﬁs who

are knowledgeable and interested in a schooldistrict.



Vil ;HPLICATiONS OF EVALUATION

Administrators, particularly those who are developing evaluation
systems in their district for the first time, need to be aware of some
of the implications that evaluation may have for themselves, their staff
and the programs for which they are responsible. Knowledge of some of
to deal with some of the changec< “hat are bound to occur.

Administrators may fi:d that the utilization of
evaluation results requires a change in their
approach tc school du%ﬂ >t management.

The %inds of information that administrators use as a basis for
their actions vary considerably. Some are objective and some are not.
Ajrasian (1974, p. 148), for example, describes the following as bases
for administrative action which are more or less objective:

Some decisions are made on the basis of authority,
exemplified by the pract1ce of basing action upon
the solicited opinions of experts or specialists.
Other decisions are made on the basis of tradition,
exemplified by the practice of "letting well enough
alone" cr acopting the nolicies of some modern school
of’ 1og1ca1 deductwn, exemphﬁed by the pr‘actme Df
reason1ng 5tart1ng from certa1r premises or assump—
tions. Finally, there are decisions based on emp1r1cal
evidence, exemplified by the practice of arriving

at saTutions on the basis of collected data.

Equally, if not more common sources for actions are less objective
and arise out of a political context. The attitude and/or opinions of

the district's constituency, i.e. local board of education, influential

or powerful citizens and pressure groups, etc., must always be considered
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by administrators and often becoma the source from which their decisions
are made.

Administrators, as a result of their philosophy, training and/or
experience, tend to choose as a basis for their actions the source or
sources which have proven to be most effective for them. As a result,
for some the administration of a school district will be politically
based. For others, administration will be an active process of utiiiz%ng_q,_,
the most expedient from a variety of sources. And for a few, adminis- |
tration will primarily be based on some objective information or facts,

Extensive vtilization of evaluation results is consistent with an
administrative phi.osophy which prefers administrative to political
tasks and views administration as the efficient use of resources (House,
1973, p. 4). Administrators who do not currently have this philosophy
toward their work and establish an effrctive evaluation program may
experience changes in their approach Lo the management and day-to-day
operation of their district.

Evaluation in school districts may lead to an
inereased awareness by staff and publics of what
18 happening in schools.

Parents of school children have a pretty thorough knowledge of
what s going on in the classes their children attend. School building
staffs have a fair picture of what is happening in their school. Too
few people, educators and publics alike, however, have a broader knowledge
of what is happening in the schools. Evaluations provide an opportunity

for a review of school district programs and their effects and the
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dissemination of this information to their constituents. This should
result in a more knowledgeable public and a greater understanding by
them of the problems faced by administrators.

The release of evaluation results may lead to

more overt conflicte regarding the operation

of school districts.

The provision of objective, evaluative information ma: Jvide

fuel for opposing views creating stronger disagreements amony factions
supparting different diFéCtiGnS’fOF school district operations. A
primary example of this type of situation has occurred with the release
of information indicating that SAT scores of high school students have
dropped. Some groups quickly used the information to enhance their
arguments against forced busing. Others used the information to indicate -
an abdication of educational responsibilities by the parents. Even when
results are not used to support a given position, they can and often
programs.

The conduct of evaluation in school districts
may lead to changes in . rvation and programs.

Frlardson (1973, p. 21) not .nat "If the evaluation is to assess
all the pertinent features of a school program, the administrator must
keep in mind that he, and scme of the program's features that h- values
most, may be fair game for the evaluation." Evaluations that identify
weaknesses in the school program can be expected to create pressures for

change. Administrators and staff mewbers who are not prepared or willing
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to make some changes as a resuit of the evaluations they conduct <hould

not be su?arised if increaseddissatisfaction with the school results.

The collection, use and release of evaluation
information may create staff unrest.

Whether it is fear of what evaluation results may reveal or fear of
inappropriate uses of evaluation for personnel assessment, many staff
members and particularly teachers are resistant to evaluations ¢f them-
selves or their programs. This resistance is still evident when efforts
are made to assure staff that the results will not be used for personnel
assessment. Obviously, school districts need fair, objective methods of
evaluating programs and their staff. But it would be unrealistic to
assume that the implementation of such a program will rot meet with
some staff resistance.

The utilization of g;ﬂa’lnati;{ results may Z-é’ild to more
effictent district operation and more effective educa-
tional experiences for students.

Those who advocate the use of evaluation in school districts most
often base their arguments on the benefits that an administrator and his
programs can accrue. The types of benefits that they suggest are certainly
impressive and give credence to the suppositions that the risks of ron-
ducting evaluation are worth taking. Stufflebeam (1973, pp. 6-8), for
example, Tists the following as hypotheses about the effects of evaluation
in a school district.

A. Improvement of Student Learning

1. dimproved general educational development of
students, -

2. better identification and treatment of
students' special learning needs,

3. improved student attitudes toward themselves
and others, and

4. advanced occupational awareness and maturity.
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B. Curriculum Development

—
w

greater numbers of curriculum changes,

2. better staff understanding of student
needs, and

3. a better match between the curriculur and

identified student needs.

C. Improvement of School Administration

1. clearer more up-to-date, and more

defens ...1e program priorities,
2. expenditures that are more ir line with
established priorities,
better plauning,
more efficient operations, and
evidence that special projects are more
often continued or discontinued based on
cost/effectiveness data as opposed to the
availability of external funds.

LR A

D. Financial Gains

1. better success in obtaining state and
federal discretionary funds, /

2. increased money from local operating
levies and bond issues, and ,

3. increased savings through elimination of
bad programs.

E. Improved Communication

1. staff throughout the school system who are

more conversant with the results of experi-

mental programs,

community personnel who are better able to

discuss the quality of school programs based

on empirical evidence,

3, state officials who are more knowledgeable of
the school system's nivel practices and who are
better able to discuss the quality of the school
practices based on empirical evidence,

4. more successful projects being integrated into

the district's regular program,

increased instances of other school districts

adopting this school system's ideas and programs,

and

6. 1increased instances of this particular district
adopting successful ideas and programs of other
districts.

(s

(5]
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F. increased Public Support for Education

1. more public expressions of confidence in and
respect for the school system,

2. a better percentage of bond issues and oper-
ating levies passing,

3. a public that is more conversant with student
achievement findings,

4. a public that is more conversant with the

~ results of project evaluations, and

h. a public that increasingly judges the school
school system to be accountable for .s actions.

It would be ill-advised and inaccurate for this author to suggest
that only good things will come from the use of evaluation in a school
district. There are risks involved as in any new venture. But as
Morphet, Johns and Reller (1967, p. 531) state, "Every social system must
have the benefit of appraisal, if it is to survive, or grouw beyond sur-
vival."

Perhaps the most meaningful way to support the use of evaluation in
a school district is to solicit the opinion of an administrator who has
had experience with evaluation in his district. Dr. Jack Taylor (1975,
p. 19), Superintendent of Saginaw, Michigan public schools states, "I
don't really know how many potential problems our evaluative feedback
has helped deiect and how many crises have been avoided as = rcsuit, but

I do know I wouldn't want to go back to the old ways and find ouv.”
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