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'HE DOCUNENTATION.AND EVALUATION OT A SOCIAL CHANCE PROJECT:

SFX'EQUITY TN EDUCATIONAL LEADERSHIP

,.by ken i\cu]pner; Rita Pougialcs, and Patricia A. Schmuck

Feminist troublemakers have been around a long time. .-The work of-Mary

Vlstencraft, AnnE, Hutchinson, Sojourner Truth, Margaret SangerSusan B.

Anthony and Emma 'Goldman span the centuries. AlthOugh their lives are

known to us-through accounts of historians and biographers, much of what

they learned about changing the socal order is lost to us. 'Troublemakers

' have been Around a long time; however,' evaluators of troublemakers are more

4
recent.

Today we are inde-ed fortunate. Not only are we paid to be "trouble-

makers" byour federal government, we are Spurred on by federal demands

Tfor

accountability to evaluate our pffortS to help others be more successful.

(his'AERA panel on evaluation of programs under the Women's Educational

Equity Act (}WEEA) is dn important step in providing a ledacy for change.
., _ ...

Perhaps through evaluations of projects, such as Sex Equity in Educational

. .Leadership.(SEEL), .we ---..0e can help othe troublemakers be more successful.
% . .

We offer our remarks Oimaril to large social action projects. For

example, funded pfojects under'WEEA offer fertile ground for developing
. ,

con. on and systematic modes of evaluation that canle used by others.
I ..

1 . .

.

Although each WEEA project deals with'only a spt.eific problem of sex role
0

. ,
bias (e:g., rural hi h.sch(11 women women in administration), solutions

to, these specific pr blems may significantly contribute to changingthe

reunim@rsal and pervasive problems of ural sex role bias. Through
im

n and systematic apprgaches for e alUtating projects dealing with

s
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lOcquities in school adrisinistration, the penal systea, the medical profession,

and school lig, we hope to enable future Chang6 aligents,to solve the uni-

versal problem of sex role bias.

Three characteristieS of evaluating social action'OOjects have:guided '

the deVelopmen,t of our methoddlogy., First; evaluation is necessarily

)

evaluative. Although that is a tautologieal statempnt, we think it is a

A

fact oo often overlooked. The purpose of evaluation is to make judgments
) /

about the role of a program, product, or process. Second, the.purpose df

valuation is to provide others with information to make decisions about

what to dO or not to do ;.Worthen and Sandere4\1973). It is StEL's intent.
.

to judge our failures and successes in Oregon so that Others can make better
-e-

decisions about.how to achieve sex equity in education.1 administration.
.

. )

The third characteristic is the combination of looking atAtheinward processes

of a project and assessing the outward impactof'a project. We refer to the
7 ,

'description of inward processes as documentation and the assessment of the

outward impact as evaluation. * V, .

-In the following sections we first describe the SEV,;Project and then

describe the combination of documentation and evaluhti9 `bal we are.using.
MP

We then describe each method in, detail. Finally; we cdnolude,by suggesting

,
"chat WEEA encourage common and sylteniatic procedures fol' documenting ani

evaluating large scale social,action projects. o'
p

L

, _

, ,

.

)'.'

The SEEL Project: pDescription,

.the SEEL Project is )housed at the Centeri,for Eclucatinal-Policy,and.
.., .

Managekent (CEPM) at the University of-Oreton.) It is fundO V the women's
,

.

p 4
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Educational Equity Act of the Office of Education. SEEL exists to develop

and test strategies for correcting women's notable absence from administra-

tive positions in Oregon's public schools. ThestraAgies are to be usable

by other stave systems. of education.

sex composition in education/has never been stable. Before the

Civil War men were'"school masters;" after the Civil War education became

.a "woman's profession." Since World War 1.1, mendhave again entered the

field of teaching. In school management however, the percentage of Amen,

while never large, has decreased dramatically during the last ten years. By

1974, for example, women held 66% of all positions in education, yet men held

87% c:fthe princiyalships, and 99.9% of the superietendencies (Schmuck,197qd

Despite recent efforts to equalize educational opportunities for males

and females, women continue tote underrepresented in school management..

Within the last fiNe:earS, several studies_have explored the reasons for

this disparity. One study, conducted in 1975 by Patricia Schmuck, identified

three reasons for the sex imbalance in educational administration in Oregoh:

1. Because it is a male sex-typed occupational role, women have
not aspired to be admirristrators, and men believe it is inappro-
priate for women to enter those roles. ..i..

2. Women with certificates in education have less advanced training
than men with certificates, and when women enter graduate programs
in education they typically dortot enter programs in adtinisfration.

I

3# There are formaland informal processes of grooming, xecruitment
and administrative selection at the local'school level that perpet-,

. uate sex inequity and sex segregated jobs.

The SEEL ProjeCt exists in order to correct this sex imbalance. By imple-
.

menting a number of activities that constitute aNtrategy for change, SEEL
, .

,
.,

'

4
,

.
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is creating a model of effective-products, procedures, and personnel to

achieve Sex equity usable in other educational settings.

The project is organized around five spec.ific goals:

1. To build public awareness of sex inequities in educational
leadership.

2. To train and recruit women for educational leadership% ,

-3. To build the state's cap'acity for continuing activities to
bring 6Hut,equity in school management.

4. T.Qcondudt research about public attitudes toward females in
administration, selection procedures in administration, and.
Women's career patterns.

5. To disseminate the model through trial replication efforts in

Illinois, linkages,wd.th other networks, and.a final product.

Each year several different activities have been designed to reach these

goals, The activities are aimed at a diverse audience of individuals,
..

C

educational groups, ant institutions. We assume that lasting. change will

-occur only-, if the relationships amdng these aifdiences are changed.

Examples of the more than 20 adtivitie include products such as a

quarterly newsletter, a textbook on sex inequities, a slide show, procedures

such as the Oregon Netv,ork (a communication system to channel information

aboutgpplicants and j.ob openi149, and the formation of the Oregon Women

in 'Educational Administration '(an organization of aspiring and practicing

women administratoTs in the state).

The SEEL staff-as compoSed oUive faculty members and five graduate

studentS mostof whom work part -time, We gather weekly to share information,

plan. and make decisions. Detisions.are made by consensus, and responsibility

. for leadership is shared.

r
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"DocuMentatien and Evaluation: .Beliefs and:Assumptions

-114 documentation and evaluation of SEEL is An' attempt to create a

Methodology to account for the intricate dynamics,of social change. The-

1

methodology evolved in the SEEL Project after the project was begun. In

the original' proposal', evaluation followed'a traditiOnal performance goal

model. The evaluation mode* was too simplistic andotherefore, insufficient

.

to help others replicate SEEL's efforts..

The model now includes a duarl'perspectiveof documenting the inward

processes and evaluating.the.outward impdt,. We believe both are important
0

in viewing. change. The 'inward and outward'foots reflects our belief in the

;dynamics of huMan interaction, and responsiveness in the change proPess.
.

.

We see' social chAnge as a.humanly, createdlphenomenon. in the documentation
.

and evaluation, a dialectical:view of social reality emphasizes the dynamics

of interaction-and responsiveness Between the clinge agetts and the target
2

groups. ,Themodel'focuses on the flow.between change efforts and responses
.

,

to those efforts. It is through this interaction,that SEEL-developed change

.

strategies responsive to-their target groups.

iA major belief of the SEEL Project and 'the documentation. s' the ideology

of feminism. We presume sex equity is a social" necessity. 'Although we are

aware that alWEEA projects operate in a social, --Context of sex role bias,

Nip also operdte -under the assumption that we can attack the specific issues

Of-sex-role bias within education. I
0

Sex bias C Can be copsidered asa spedific phenomenon present in some

.., . . . .

aspekts'of our culture (i.e., job discrimination in education or differential
, .,.

.

4
,c

. t,

to,
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treatment in class

in all spheres of

petuates women's i

lead to strategies

41,"
Our major assumpti

a specific sphere

effect a change in

culture..

4 /
A

1, J.

es).or as a universal phenomenon representing inequality

the society. As a universal phenomenon, sex bias per-
,

ne6ality. Adopting such:a 'universal explanation would

that are not confined to the profession of education:

..4
on is that if we can begin to 'solve sex inequities within ,

of the 'society (i.e., school managementY we may -begin to

universal problemS of sex role. bias,in the more PervasiVe

.

In the next section we introduce the concept of soial change as a

y Betausc the strategies of changing womv's representation'in.

school management are reassessed from contact with SEEL's target groups,

the documentation and evaluation, must account for'this dialectic, Change

isewed as evolutionary', a gradual process of mutual adjustment.
1

o.

Social 'Change as i Dialectic

Social interventions are interactions between agents of,change and

target groups. This,dialectic is illuitrated in Diagram 1 which (1)

lines the initiation-Asponse process of an intervention; and (2) identifies
-

the inward and outward 'levels of an interaction. The diagram is important

4 for documentatir and evaluation because it accounts for the inward i*ocesses

of strategy delielopment and'the outward impact of these strategies on the

target groUp.
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Initiation - Response process of Social Interventions

The initiation process of a social change effort is illustrated in

the right, upper half of Diagram 1. Because change agents, such as SEEL,-

hold certain beliefs and attitudes concerning an ideal social system (i.e.,

women should be eclikad to'mcn), internal policies, laws er behaviors.w

beriormulated to alter a social.system that vioyAtes the ideal.

The response of ,the target group to these change agent's',behavior is

illUstfated in the lower, right half of Diagram I. Because the target

gToup members hokLcertain beliefs and attitudes (i.e., women cannot be,

high school principals because they cannot discipline boys), the impact,

of the interyntion'will cause some reaction by the target group such as

violence, apathy, disbelief or verbal abuse. Indeed, the reactions of'indi -'
. )

viduals facedwith stress disbelief,,shock, anger)' are not atypical

of a group's reactions to data-Which are contrary to their beliefs. For

instance, for many male' administrators, a typical rationalization is that

"women-don't want to be superintendents.'" Internalized reactionsq/om,
A

women educators to information about sex-inequitie-s in administration are

often different and'lead to responses such as, "Mat can we otti to change

1 the situation ?"

The initiation of the target group's response to the 4terveAtion
d

emanates from their beliefs and attitudes leading to certain polities and',

(
behaviors as illustratedoin the lower left portion of Diagram 1. Based

upon their assessments of an ideal social system, target groups formulate

policies in reaction to the intervention` efforts.

9

I

10
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The dialectiC nature or this prt)cess is 'apparent when the change agents

react to the target group's behavior. For example, SEEL created a directory

of qualified women administrators in respOnse to the male administrator's con7,

tention, "We would hire women', but qualified women don't apply." This

continuoUs dialectical exchange between the twcrgreups can proceed until

compromise .is reached, one side.domingtes the other, or, one side concedes.

\ AThe process may never stop.

Only one target group has been illustrated im'the diagram to simplify
. 4 -

the fescription of the interactiye process between the change'agents ande
the target group. In reality, however, different group,s, comprise the,target.,

audience. By splitting the model belowthe beliefs and attitudes of the .

. change agents, multiple target groups can be accounted for in an intervention.

'4 'Change agents 44i1l develop diff ering strategies to deal with each target
An/

group and react to these groyps by'refocmulating new policies'And_behaviors.

)Levels of an Intervention -
-4

.

The second purpose of the sod al change dialectic enables evaluators'

to identify the inward processes and the outward.impact of an intervention.

The inward processes include beliefs, -attitudes, and policy formulation/

internalization that occur within the ch6ge:group and target group. Inward
' 0

processes are relatively intangible, 'and primarily'qualitative.methods are

used to document this ,realM which is identified,in Diggrm4i.

The project's impact is more'observable. since phentomena such as policy

implementation/reaction and behavior can be quantified. Outward evaluation
\---

0

vs.

*
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can 'be accomplished by accumulating more objective data on each groUp's

behavior and is identified in the middle area of Diagram 2.

. By documenting the inward processes and evaluating the outward impact

of each group in a social intervention, themore intangible processes, such
. e

as beliefs, attitudes; policrformulation/internalization as well as the

ob§ervable behaviors and reactions, can amplify a-descriptidn of the change

effort's effectiveness.

DocumentitAon and Evaluation Methodology:

. The Use of Qualitative and Quantitative Methods

Social interventions are typically complex treatments of systems, not

0_
experimental treatments of individuals. "Riecken (197 suggests a,tripartate

distinction of goals to match the comiteXiti'in changing social systems.

- Social intervention goals can'be classified as "ultimate goals,"."instrumental

goals," and "performance goals," ,At the first leVel (performance goals), daily

activities are accomplished or performed to implement the second level.(instru-
,

mental goals). The instrumentakrgoals in turn provide the "principle means"

lkto accomplishfhe third level, ultimate goals. Often only performance goals

are evaluated in an intervention and success is determined on how well indi

viduals accomplish these daily tasks or goals, Complete-project evaluations

must' include, however, an analysis of the
1
manner in which the accomplishment

of the performance goals assisted in completing the instrumental goals of

lipa project,/ancifinally how the instrumental goals assisted in completing the

-ultimate goals. For example, one performance goal for SEEL is publishing
a

4
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a quarterly newsletter. This'activity is performed to assist the instru-

mental goal of:crkAting greater awareness of equity issues in education.

This instrumental goal of awareness has been developed.to assist in the

accomplishment of the ultimate goal- -sex equity.
` .

These golls can be evaluated best by combining quantitative and quali-
,

tative metlyleds. Often only quantitative measures are used to assess goal

accomplishment. Qualitative methods are. necessary because purely quantita-
4

tive measures are often inadequate to portray social reality. Because the

jollity of reactive measures to predict individual behavior in a natural

environment is que5t'ionable, the evaluation oran intervention cannot be

based only upon aftittldiAal or reactive 'quantitative measures. Because

charisma, conpetency, organizational dynamicg and social'norms influence the.

success of a project,: the effects of these intangible attributes must be

documented. Evaluators that only use reactive measures and ignore the intan-

gible processes` of the intervention, the groups, and the environment will

overlook the complexities that interact to cause behavior.

By combining both quantitative and qualitative methods in documentation

. .

and evaluation, intangible attributes, internal processes, and concrete

;behaVior-tan-be assessed-to'evaluatethe impact on,the ultimate, instrumental

and performance goals of a;Qccial intervention. The.complementary nature

of these methods are described by Rist (1977):

It may well be that some of the most intellectually stiMulating
and exciting developments in educational research over the next
decade will bein working out the implications of the dialectic
Ibetween qualitative and quantitative methodologies]. If break-
throughs are to come',\they will happen, as Kuh4K,(1970:110) suggests, f,
when 'scientists see new.and different things when looking with

2
1.0
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familiar in ;truments in places they hay
ie

looked before.' It 'nay,
well be that when the 'familiar instruments' of quantitative and
qualitativre methodologies are juxtaposed, we will ',see new and
different things:' (p. 48) -

The following section further explains the rationale for using both quali-

tative and quanItitative procedures in documning the inward processes of

a change effort and evaluating the.outwar51 impact of a project.

04,

15
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Inward Process Documentation

The inward 'documentation of a social ch nge project describes thf

-.process and development of policy. Our view that social 'change is created

through the dialectiq;of human 'interactions is central, to the inward docu-

mentation. This view helps explain the nature,of staff processes, which

is both interactive and evolutionary. We believe attention to the inward

subjective life, ideology and history, are critical in understanding how'

,a project's dynamics lead to policy implementation. Policies evolve because

I

peoplk_influence each of
(r's beliefs through interaction amore individuals, ,

within the group and betWeen the staff and target groups.

Documentation by'Ethnography,

Ethnography is the method of qualitative research used to document the

internal reality of1SEEL. The methods commonly used by ethnographers

include participant observation, key-informaikts, life history, formal docu-

ments, unobtrusive measures and artifacts (Pelto, 1970). The research-4:oal

is to portray the full, actual, lived reality of a social situation:

The term ethnography belongs to anthropology: ethnbgraphy
provides the basic descriptive -data on which cultural anthro-
pology is founded. And ethno-graphy is, literally, an anthro-
pologist's 'picture', of the way of life of some interacting
human group; or viewed as process, ethnography is the science
of cultural description.

--Wolcott, 1T7S-s
. ,

.

,

The SEEL documentation consists of observations, interviews, analysis of

written records and tapes, and instrumentwuchas soclograms.

16.
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V

There are two st4gbs 'to the method: data collection and interpretation.

In the first stage extensive observations and data are collected and gate-
.

'gorizea... ThistagerePresents,the traditional boundal.ies of ethnography.

For the SEEt documentation, an interpret/ativd level is necessary to allow

the documenter'tO draw from the observable world to analyte the subjective

1

. variables involved in social change.
i

--,..

In the SEEi documentation the interpersonal and decision making pro-

cesses

! r

'which underly.activities are ,carefully observed, yet not all 16

activities of, the project are documented fully. Those activities that are

critical reachirig the ultimate goals of the project, or microcosms of

project goals; were chosen. Spme of the more complete documented activi-

ties include the Oregon Network, the formation of Oreion Women'in Educational

,g1,160
Administration (OWEA), the teaching of a university class, and the development

of a slide show. 1

e

Documenting,,thOSO activities and'ihe underlying proceSses requiTe a

N
thorough historical and descriptive-irecord For instance, the Oregon Network

and the orgahizatiOn'of OVIEA were documented through recorded observations,

tapes and written documents which contained the aetails of how these organi-
,

zatiens.deVeltoped.. Within the !'field notes" are,the,statements about the,
.

probleffis, strategies and'beUefs of women administratorS as well\as Obser-
,

vations on the setting, the dress, non-verbal behaviors, jokes, language
,,-.,

...

and speech,patternS.' The field notes are messy and disorderly, as is the
.

world they refleCt. Rather than Prematurely imposing 13rder'on the internal

realist 'of SEEL, the documentor aitemptS to reflect the project's reality.

I-

1
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As in most life experiences, the initial disorder clears as consistent
.

.

patterns of behavior emerge, The process of distilling the, observational*

data has'-led to more generalizable statements about SEEL. The potpourri

of unique happenings becomes recognizable patterns of behavior. As the

documentation continues and more observations can be madv, the reality of

4
the project becomes more concrete.

.

A Documentatibn can assist others in replicating some SEEL activities

(the ultimate goal of the project). The requirements of' energy, planning

and designing an operation is complex as the Oregbnetwork, for example,
(

must be communicated to others. Far some of the activities, such4Is the

development of the newsletter or. the slide show, the documentation will be

,

primarily descriptive. For other activities, such as the development of

./

the Oregon Network, interpretation will be added to the-observational
/

data. )4111ilethe mechanics of oi4anizing and iMplemehting,an.activity

\as complex as,the Oregon Network are important to describe in the documen-

tation, the subjective factors must also be known to fully understand the'

organization. A descriptive approach alone will not adequately prepare

P. 1others who attempt to replicate activities within thcir,pown unique settings

because each procedure is established within a specific political and

social context.-

Role of the Documenter

A critical issue in ethnographic research is the influehce of the docu-

.

menter; ethnographers+use their own perceptions as the criteria for gathering.

and interpreting the 'data. is a subjective method without the rigorof

18
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3.3

the scientific method. This represents both a strength and weakness of
l

ethnography. The Strength lies in the subjective description; ethnographers
';.

capture not only the obviou& but.also the subtle characteristics of human

beings within their environment. The strength of this method is also its

weakness. Documentets bring,tot1,44bservations a prefigured notion of

reality; one's awareness is a built-in bias.

This presents certain conflicts and issues. By tradition, an ethno-
,

grapher maintains a distance from the observed group to guarantee a minimum

of emotional involvement. It umed that distance provides a more

objective and thorough description. The conflict is that a degree of involve-

ment is 'essential to meaningfully experience a' group (Geertz, 1973). While
4

neither extreme is helpful, a movement between involvement and distance is

ideal because it allows for ark objective perspective as well as a sufficient

immersimintherlealietyoftheproject.The dichotomy between "stranger

and friend" (Powdermaker, 1966) is an essential working style of ethnography.

-
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' Outward Impact Evaluation

The outitad impact of an intervention can be evaluated in 'a behavioral

and a comparative, assessment of the change effort.' The behavioral asSess-
,..t

merit includes evaluation of th resent behavior of both the change agents

and target groups and the future, potential for change in these group's

behaviors. The comparative'assessment contrasts the change effort with

other possible methods of intexvention.;

Behavioral Assessment

Because behavior occurs throdghod ime, an evaltt tion of an _inter-
.

vention must include an,assessMent sent.behavior.anda prediction Of,

future behavior.

Present Behavior. TO' impact e-f a.project's prdsent'intervention,

activities is observable and quantifiable. Sine reactive or projective

measures of behavior or attitudes provide doubtful surveys of reality,'un-
,

obtrusive measures offer a better method foi evaluating behavior. Unobtrusive

measures are preferable because they do not rely on t he ac racy of predic-

tions and are not confounded bndividual perceptions or acquiescence to

evaluators. A

When social interventions have well-defined ultimate, instrumental,

and performance goal), a project's effectiveness is more easily assessed.

By identifying the cause-effect relationship of change efforts the evaluator

can assess the impact of project activities. The identification ofgoalS

and activities enables the evaluator to measure the impact of these strategies.

ti
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In the SEEL Project, five objectives accompanied'by specific activities
, .

provided measures fOr evaluating the present impact of the prbject. Evaluation

is accomplished by measuring the impait of theperformince gbals (i.e., SEEL

activities) and the imfT.ct of the instrumental goals (i.e" SEEL objectives).
, -

Examples of .tie present behavioral aSsessment of'SEEL's. activities
., _. .

.
. ,

.
.

.

include the gathering of data an enrollment in certificationprograms, hiring
$.14

practices of school districts, and the,number

istrative programs. With Counts of product

of women applicants for admin-

frequency, feedback, requests

'fin. information or assistance, publication and research usagee Il:nd other

measures,-the present behavioral impact can be assessed,

Future Potential for Change, Arrassessment of the present change

behaviors fails to account for the 'potehtial, longer range effects created ,

by an intervention. For an intervention to beituccessful, it must create
I

change that endures. The el/Aiion of an intervention',s present accomplish-

ments without the assessment of the potential for continued change would

grovide a, myopic evaluation. Documenting this legacY-fcefuture.change, there

fore, is a vital component in evaluation.

111T

A project's processes,'products, and people provide the evaluation

measures for future change. Because most externally,,fuled projects are

,ephemeral social Ehange efforts,Jhe most effective projects will be those

that leaVe a legacy of continued change. The evaluation of this change
.

legacy can be accomplished by assessing the effects of the processes, pro-

ducts, and people of a project to assure future change

1'
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An example Of a process that may facilitate 'contra ual change is, the
"Hawthorne effect," found in a clWtic stuO:by Roethdinsberger and

Dickson (1939). This study illustrated the confounding-effect Of the
, .

experimenter'S presence,. While it is a problem forc.rigorchl r,- research
0.

designs', such an effect-can be desirable in social actIon.projects. For,
`=.

example, should administrators feel obligated'to hire women because of a
o,

watchful SEEL Project,theirincreased hiring .of womeh would be a desirable

-outcOme. .91ould administrators return to their sexist habits after the
4

CS

SEEI'Project ads, however, the intervention will haye had littlegresidual-. ,

s
effect. If the project creates methods tocontinuethri"intervention process,

.,.-
an organization other than SEEL codld.provide the,."watchfureffect. :samples

0
.

41: ,o

i''
of SEEL.'s efforts -to maintain a."watchful eye" after funding ends include

.81.,

c
.-

changes in certifiCationrequireMents, Continued publication,of a newsletter,,...

t-

4

creation of a network to monitor administrative openings, and the organiza-

tion of a new state -wide admiVistative women(s-Organizaton.

In addition to processes that can -gssbre the continuation of an intei-

/ .
vention, products asjsist in providing long-term chanken 'Examples

Titc

of enduring

prOducts thatfaciAte cor.A?"1 chmge inc1.00:the training

iy aids, research, publicat ,ions, textboOks, slide.stpwir moyies, short documen-

taries, or :other 'such products. For SEEL,'.thOlewauring products'oan'
=

a'44,cqntinue to raise the pUblic awareness of:Ahe4inequitable situation and
4:-
v0

supply materials for future change agcnti:.to continUallypressure target, groups.

Closely associated with process and productts axe people. 'gecause pro-
\

cesses and proUicts are of no value'Unless lised, thecultivation of
f
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. ,individuals to continue, the legacy of change is Imperative. he establishment
ee..

,. 1,-
of a fUture corps of change agents/is essential to assure a projects

, 4F

------legacy. By training individuals for specific popitions or organizing groups,

to continue change activities, the invention process can continue. SEEL,

for example, has developed the capacity of many individuals and groups to

4
continue the legacy of angte. die Oregon Network has been developed, speci-

,
N.)

fically, to create a' pool
-

of'4ualified.women.to enter administration all

raise the awareness of present eadational administrators and college.professors.
,. ,

, ( .

By providing processes, products and'people ta continue the interven-

tion effort, change agents,can better'assure the future potential foY. change.
, , 4'=.; .

In evaluating a change effort) therefore, the assessment of,processes that
.,,

will assure future and continued change must be measured by the evaluator:.
b

o'
By understanding how change occurs the,tvaluatOr can determine,what processes'

are present in a project that will facilitate future change.

SMI

Comparative Assessment

i

-

In addition -to a behavioral assessment of 'the outward impact, a second

'e component Comparing possible intervention strategies is necessary. By con-
°--

trastinwalternative interventionmethods, the comparatilieffectiveness
.1.- .

of a changeeffot can determined.
. .,

>
.

- If a, stcial intervention.could be accomplished in a controlled exper-

imental setting; fewer problems would occur in choosing the most effective

treatment. Without an experimental design andsthe lack of multiple treat-

.

ments fromwhjlcfto choose, the most effective' intervention strategy is

'a
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difficult to determini. 1h exampl-e of an experimental design could. include

.

- contrasting the use of federal cunds to place women directly into admin-

istrative positions in one state compared to a SEEL Project in another state

which' would provide useful information. The state with.the.highest number

of women administrators at some specified time could be considered tht most

successful.

Although such experimental designs are costland often not feasible

for social action projects, comparisons can be made between strategies in

two phases. The first phase is,a comparison of the performance goals -and

the instrumental goals within a project. By determining whiCh activities

O.

are most effective in reaching the ultimatd goal, a comparative evaluation

of all the project's efforts can be accompl4hed.

In the second phasekof comparison, the effectiveness of a project's

performance and instrumental goals can be compared,to similar intervention

efforts in other locations. The prbvious example in which a SEEL Project

in one state was compared to the placement of women in administrative posi-

tions in another state is an example of this second type of comparison.second

Unobtrusive measures can he helpful in comparing strategies between groups

by contrasting, for instance, the historical data between °states. In the

SEEL evaluation, unobtrusive measures from state department records are

being used to,comparethe number of-women hired for administrative positips

betWeen similar states (e.g., Oregon and,Washj.ngton). By matching historical

data and intervention activities and by comparing the impact of intervention

strategies used, the most effective strategies canebe.determined. When no

24
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sin filar strategies between groups exist, assessments must ba made'by cvalu-
.

.ators to ,determine which strategies provide the preferable.impact.

-

Final Evaluation Questions

Finally, two additional questions inust be raised in the evaluAtan

of social action projects: (1) what is the eneralizability of the findings,

and (2) what is the social efficacy of the project?

,

4ar

Generalizability and' Adaptability
';

\-:..

Although some interventions may be restricted to isolated social situ-
. 1'

ations, the process and products developed by a project should be of value
. ,.

(.. /.... f ik

Lo people in other locations. No single intervention strategy can be effec-

tive for all conditions andlocations, yet is is important to consider the

aPPli ility of the products and proceise
Aer

;,,develo1ped. Since SEEChas been
. / -,t,

funded to disseminate an intervention model, the usefulness and generalize-
/.

,
bility of the moddl for change agehts beyond Oregon and the Northwest states

....)
must be considered. Chae agents in different environments with different

resources must also be able to Adapt the SEEL.model and expect positive
./

results.

Social Efficacy

An evaluation of phe social efficacy of a project should; be included

in assessing the accomplishment of an interventi s ultimate goal. This

"so what".qUestion concerns the worth to society:of a project's efforts.

Ai II

25
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.111 this total evaluatjdn ofallroject the efficient and the( sufficient
.e..A

use of resources should be deterrned.
....I

In the evaluation cif a projpct's efficacy, the social cost involvpd./4
*t%must be compared to th benefits derived: was the intervention an efficient

.

1*.

JL

A,'
use of resources.--people; time,. facilities, money? With regard" to SEEL,

the eValultion should determine if SEEL has been an effective use of federal

resources in ccompliIhing sex' equity.
4'

An intervention'tuSt also be assessed according to its Kt ficient use. .

.

OV resources: did the project adequately-dse all resources available ?- To
,.. . ,

$19-

effectively accomplish a social intervention, change agents must be able toP
identify human and material iesource than can assist in the change effort."

SEEL, for example, has consulted with sc of administrators regardingdevel-j.
opment.orihe best intervention methods.

future administrators enrolled as students or employed in lowei--1 vel, up-

1

ontact also has been made with

wardly mobile administrative positions. By determining which in ividuals

.* and materials can assist 4effective ip intervention efforts, evaluators

' 4P
can as4ess the use of resources by change agents.

NAF
Our federal government,

Conclus=i9p--

rbugh WEEA, has taken an active role in

to create spx role changes.

effort. 'Yet, we are also

,supporting "iebublemaker" projects attempting

in society. Wesare pled be part of that

-IpeCOncerna aboat providing judgments regarding'

can help others.make decisidis
410

for continuing change efforts. We suggest

common and systematic evaluation procedure would. be he,lpful.

the worth of prokeetaYthat.

26
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In this paper,'we have argued that documenting the inward processes

of a project is as important as providing evidence of outward impact using -

both qualitative and quantitative metflods. e hav,e presented a model of

the 'social dialectic to account for policy development as an'evolving,

mutually adapting system of change, and described in detail the methods of

inward documentation and outward evaluation.

Perhaps if all large social action projects had comparable evaluation

'designs, comparisons could be ma4 about which strategies are most effective.

For instance, there are at least four WEEA projects about sex inequities in

educational leadership, offering different solutions in different locations.

If comparable data about the inward processes and evidente of outward impact

could be gathered from each project, others may be better able to judge and

make decisionS for future strategies of change. Thorough evaluation proce-

dures"Mhy provide, our legacy for change.

-

Ne
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