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ABSTRACT '

,I A program evaluation unit was established in the
I Louisiana MepartMent of Education. A unit capable of measuring and

itSduring the effectiveness of several programs and projects either
.;'' operating or proposed 'was desired. The Dapartritent responded to

,'requests to implement program eValuattond. Many requests were from
. grogram administrators who needed .formative and summative .

evaluations. It waS\nece,ssary.for the superintendent and his cabinet:
to develop and'apprOve avolicy statement relative to program ,

evaluation. Three key poiqtt iivlude: program evaluatio,was separate
).from program administratidaq results 'were reported tciihe

.
,superintenaent,'hiszgabinet, and program administrators; and'
'financial support was t=ovidedthrough the prpgram budget. Tile
director of the Program Evaluation Bureau reported to the asiociate

.,

superintendent of ReSearch and Development. The organizational
structure was,canduciveto the Ordered growth of pilogram evaluation
as it assumed additional responsibility; SUpportea prograk evaluation
with data and research. bases, is well as computing and dissemination
power; and provided it' with access. to the decision makers. The unit.
was'stakfed with aprofessionals trained and exppriehced in program
evalliationA It wasitestablished in 1980 and seems'to.have a bright
professional, as well as funding, ,future:, (DWH)
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THE MANAGEMENT OF AN EVALUATON UNIT
IN A STATE EDUCATION AGENCY

Hugh I. Peck
Louisiana Dearotment of Education f

The issues facing education decision - makers today are bec ming

history. Decision- makers m themore comple x- than any time in

highest levels of Federal, government through state and local ,level

gloyernment and individual school principals are required to make

decisions on complex "issues within the equally complicated

circumstances of public education. Decision-makers. have the rigllit and

obligation to look to education, program evaluators, /as well as

researchers, for accurate and timely information on which .to make

those decisions. 'Program evaluators must be able to focus questipns

and design evaluatiohs that Will respond to the informational needs of a

wide variety of users. Program evaluators must have a ,.large

repertoire of research methods appropriate to an extensive variety of

problems.

The tasks. of'program ,evaluation today call upon such social

sierice research metho ds as quantitative data analysis, questionnaire
a

results,/ secondary data. analyses, cost benefit and effectiveness
. -

<4.

analyses, standardized tests,
*

experimental 'designs, unobtrusive
.-

.

measures, :participant observation, and in-depth interviewing. It is

the responsibility of the evaluator to design evaluations that include all

° data,..given the constraints of resources and time, that will shed light

on evaluation questions Stich as:

Was the program (project or material) implemented ai it was
designed? .
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W hit effect did it haNtei
4'
Did it make any difference?

What did it cost?

Was it worth it?

Can it be disseminated effectrvely? ).

It is within '.this context that the Louisiana Department of

116

Education; the SEA, address-eclth-e need f o'r a program evaluation unit

within the agency and the need for extensive suppont of that unit.

Thee Department's and the State Board's concern about the quality of

the education evaluation efforts under.way in our loca,1 city and parish

school districts ' (LEAs) gave. impetus to the establishment of an
!

evaluation unit. We knew that hundreds of thousinds of dollars werej . .
. .

.

being spent fo.r what was being labyr evaluation withou4 any

asturance that the evaluators knew =how to evaluate or that the
. 1

evaluations provided any useful information: _ At the same time, the
..,

. . .
Department was being drawn more and more into a position of requiring

5 '*
,

evaluations,professional evaluition of the numerous new programs it was
.

, 1
, Aarged with evaluatin§ Legislators were beginning to require that

. .. ., .
. ., .

evaluation reprrts accompany °renewed. reqUests for program funding
%,

)
and that newly funded programs be evaluated routinely. ThetState

Board members were ralifying their support of, certain programs

pending evaluations. The Chief State School Officer wa s requesting--

no, demanding--evaluation results in his decision-making. His cabinet
.

members saw the writing on the Wall and also began to seek systematic
4.

evaluations of their programs and program areas..

. The conceptual framework for'"an evaluation unit ,in the Louisiana

Department. of Education pentened around thi 'role .of the SEA in
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establiihing and maintaining progiafas.of quality-asscurance in all major
,

. endeavkrs of the Department and in our'outreach to the LEAs. The
.

, , /: ,,

Department wanted, an evaluation ,unit -capable of measuring and

assuring the effectiv,eness of'a variety of programs 'and prbjects.that
,

were either operating or proposed. -Further the Department felt the

need for .an'evaluation research effort that could provide information to

program deoision-makers on an ,ongoing basis. Requirements for the
t .

Department to implefn nt program evaluations came from a variety of
.

. .
'- sources.. It is a cAnmon practic for .the

"
Legislature to attachi.

V- .-
evaluation mandates to,tertain allocations for education Programs such

AM,

as the State's upcoming Compensatory /Remedial Education program.

The State Board of Elementary and Secondarl Education often demands
-

evaluative .information on .programs .undertheir purview. The chief

state school officer, ofi iiurnerous occasions, reqiiests evaluations of,

certain Department efforts. (It should be noted. here that another,

qnit--Management and Program Analyis--is responsible for the

assessment, of management efforts within the Department, and propoied

efforts before funding end implementation-.)

Requests -for program evaluations comemoit often, 11bwever, from

the program managers or administrato6. They see the need' for both'
. ,

formative and summative evaluations. ,

The Department Had not moyed far into the establislirnent Of a

program evalq'ation unit before it became ,necessary for -the'
".

superintendent and his cabinet to develop and approve -a policy
. ,

statement relative to program evaluation% Figure I is i cops of that
. t..,

policy 'statement.' The Statement contains three key .-pointi:
. . . .1 . 0

.,

(I) program evaluation' is separate ;frians..pilogram. administration;
I .

lI

4 '
O.

,t*,

-.

44
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' FIGURE I: PROGRAM EVALUATION POLICY STATEMENT

August 22,4980

1St
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-. STATE OF LOUISIANA

DEPARTMENT OFEDUCATION
' TELEPNONE NO: 1400-272-9872

*..*

. $ I /
.

P. O. Bqx 44064
Baton Rouge. La.

10804

. MEMORANDUM '

,

. .

8
. TO: Assistant and Associ ate Superintendents 8

,

t +. FROM: * Dr. C. E. Thompson, Deptify Superintendent for Education ,, -

SUBJECT: Operating ProCedures.for the Bureau of ,Evaluatiot-i-\ )S A
.. ... (

.
.

.

C.

. The Bureaulof Evelustiolt, while being a part of and integral t4 the Department, of Education, will provide

evaluation services independent of program administration withib the Department of Education. The Bureau

k of Evaluation is positioned in the Office of Research and DevelOpment, and evaluation staff report to the,

Diredtor of the Bureau who, in turn,' reports to the assistant Superintendent for Research and Development.

Nevespleless, because of the nature of program evaluation, the Bureau will be working closely with other

bureaus and-programs within the Departments,' .41

.

In order to clarify the relationship of the Bureau of Evaluation with the programs begin evaluated, the

!following procedures have been adopted by the Department: ,

l. ' N

'
The Bureau of Evaluation will through regular budgeting procedures and legislative

appropriation, have 1 core budget.which provides for 1)'the overall administration

of the Bureau, 2) the administration_and implementation of.rimiquality control

functions of the Bureau, and 3) the ongoini evaluation of projects, programs and

materials administered by the Department of Education. .

----\ 1r3he Bureau of Evaluation will negotiate with individual divisions, burea and .
.

. .

. programs within the Debartmen of Education for an appropriate evaluati n of .

specific projects, programs a d materials. These individual evaluation activi-

ties will be supported within the budget of the respective project or progriM

I
in a subcontract arrangement with.the Bureau of Evepation. The evaluation e

of a project, program ovmaierial will be negotidtet at the beginning of the

-planning process. Upon initiation of the project or:program, evaluation funds

'will be transferred to the Bureau of Evaluation cost center.

. 1

.
. 4

.,

4 The Bureau of Evaluation...will provide a 'written design document for all *value-

tions for wtich it is' responsible. -The dbiign document negptiited with the

8) proJect or4rogram staff will scontaim, among other things, all evaluation and

(policy questions to be addressed by the evaluation, the conceptual framework,

population;-data base, analyses!for the evaluation Seethe budget requirements.

.

.
.

The Bureiu of Evaluation Will prepare appropriate. written reports of the

evaluation. %Spangly, reports 41A-be of three types:. a technical volume,

an executive summery, and an.abstract. As standard procedure,-copies will, -.

I be submitted to,the Superintendent', the Deputy Superintendent, the Assistant

Superintendentlikleiiarch and Development, the assistant superintendent,-

and - bureau director administratively responsible for the evaluated projeit,
-..-

program or mirterial, and the prOject/program administrator.
.

.

,

'Further,, it is the posture of the Department of Education that generally eyaluatiiinstof protramvadministered

. ,,by the Department are to be conducted by the Bureau of Evaluation.

1 CET:SR:adm
°
r

ei

NNy;. 0
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(2) program evaluation results are reported to the superintendent, his

cabinet, anti program administr'ato'rs; and (3) program evaluation is
e

supported financially -through the program' icudget" with funds being

transferred to the, Bureau of Evaluation once the evaluation begins.

The need for quality assurance at both SEA and Lit levels led to

the adoption by the State Board .,pf Elementary and Secondary

. Education of the Joint Committee on Education Evaluation's Standards

for Evaluation of Educatiohal,Programs,' Project, and Materials. The

statement of evaluation .standarc14 had. been published in 1980 only

weeks before its adoption. Therefore, the Department and-Board were

.working from drafts and "bhielines" during the adoption hearings. It

was efirst, and as far.as we know, no other state has yet adopted theme'

a

. standards for statewide application. For Louisiana they are a major' ,
0

o'. ,... ,part of our overall philosophy of evaluation. Their adoption and

_application is a chronicle of its ow.n, and the story was told during .the
o

1982:AERA Syinposiuril, "The Impact of a Quality Assurance Model on

'.' Program Evaluation' in Louisiana.",;,-°.
-

Often the PiatanV,.a,any program unit within a larger overall.- ',-
".

oa9ency.: Oren seridus, 'enough tonsilderation. The program
9

a

. .
liViruation unfit -needs_ to exist, where can be nurtured, supported,.$

administered, and expanded through a maturing.pcocess that may be

troubled by policy,. pertognal, financial, and role problems. -

To understand how the organizaiional structure of the Louisiana
. .

'SEA positions and use's -the Biireau of ,Program Evaluation, it is... o.-

necessary tee iv/0 Charts -of the orga,raiational. structure of the
&S. . /

IP .

,
w

.
/ '. 0 . I

.
..-74 0. '

q Department. -Figure 2 depicts the' administrative structure. at- the - . 1

: . Ala e , .
..

. , i'cabinet ley& Note that the Otficepf Flesearch\ancrDevelopment is led .
. , .

GTh..1.4

- I s 4

a

. ,

y
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FIGURE 2

ADMINISTRATIVE STRUCTURE

PEOPLE OF LOUISIANA'

GOVERNOR

LEGISLATURE

.STATE SUPERINTENDENT OF EDUCATION

.
MANAGEMENT AND FINANCE

-Accounting
vftoditing 4,
-Budgeting

-Operational Support Services
-Personnel and Traiotng
-Purchasing and Stock Control
-State Financing of Schools
-Management.. ,

RESEARCM'AND

DEPUTY

DEVELOPMENT
-Accoaltability
-Development
-Evaluation

-Management Information
-Research

-f`

SUPERIBTENOUT

Executive Staff
Publ1c Information

Systems

Aft

4

AUXILIARY PROGRAMS-SPECIAL PROJECTS

ICETA
". -Food and Nutrition Services

-Veterans Education

-NeW.Orleans Regional Center
4e4

SPECIAL EDUCATION _

-Psychological and School
Social Work

-Special Education Developmental
Programs and Pligning

-Special Educationliafsons
And Program Specialists

-Special Education Program
Services

'VOCATIONAL EDUCATION

4 Administrative Services & Special Reels
- - -Proprietary Schools

- Secondary Programs

Trade,and,Andustrial EducatiOn
locationiljducition Coordinating Unit

-

:-.11191Esitt I latrelgOontorgfes Bureau)

S.

a

ACADEMIC PROGRAMS

-Academic Stipport
-Adult/Comaunity

aducation
-Continuing Education

-Curriculum, Inservice >and
I Staff Development

- Elementary Education/.
Raiding

-Nigher Education/
Teacher Certification

-Secondary Education-
.- Student Servkes k

-Safety Education

U.

EDUCATIONAL SUPPORT PROGRAMS.

-Materials of Instruction
-Migrant Education
-School Transportation
-Title I. '

-Title IV'

O

,
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by an associate superintendent and has direct access to .the chief state

school officer. This, it seemed to us, was a key.factor,,if program

eValuatidri were to affect decisiori-making at the highest levels. Figure

3 is an organizational chart of the Office of Research and Development-.

Angther key to dur-p-mgram eNeatIlaTiciri-eff61-f was, that it be located

close to and within tte'saMe Office as its major support systems. The ,

research unit houses an extensive education library, as well as units

for infoi-matidn and ahalytical services.

The Bureau of Accountability has among its responsibilities both

'public and nonpublic testing, which

evaluation data. The' Bureau of

Computing
'

directs the Educational

support source for data

evaluation. FinallY, the

and word

are important- sources for

Management
sr

.Network of

processing,

Information Systems

Louisiacna, and is a

both vital to program

Bureau of Development not only is- on the.

cuttir-4-estge of all educational innovation in Louisiana, but also houses

our Louisiana Dissemination Network, an NIE funded program that

provides linkage among the SEA, the LEAs, and institutions of higherr
-education. This sytems provides the concha for the, statewide

1

dissemination of results, programs, practices, and resources:

The director of the Program Evaluation `Bureau is responsible to

the associate 'superintendent of Research and Development as are the
z

directors of Accountability, Reiearch, Development and Management

Information Systems (MIS). The organizational structure of the
. ,

Btairau of Evaluation itself had to be desig-nedaround the functions- ,
.i - .

that were to ,be addressed by the Bureau, taking into consideration
0

t ,..? .

well
..

personnel and staffing as ell as financialconstraints. Figure4 is the
.

organizational cha'rt for the Bureau of Evaluaticv. An examination of
. . 4



www.manaraa.com

4

( at.
FIGURE 3

ORGANIZATIONAL CHART

OFFICE OF RESEARCH AND DEVELOPMENT
FUNCTIONAL ROLE AND,RESPONSIBILT,TY

Associate Superintendent

Director,

SESE /Higher Ed. Liaison

A.

Director,
AcCountabilitY

e

Director,
Development

Director,
14search

Director,
Evaluation

-Directet,
Manageeent InfornatiOn

. Systems

0

'Student Assessment
Personnel Evaluation

(LEA 6 SEA)
Nonpublic School Testing
MinisumCompetencygesting

<IP

Program Accreditation
and Review

Dissemination
Program Developsea\
Services

Technical Services

\

Applied Research
Legislative Assistance
LegalResearch
Research Library
Publications 1

Forecasting Analysis
Standardized Financial
Accounting

I
Program Evaluation.
Project Evaluation
Process Evaluation
Evaluation Standards
Evaluator Registry

.

Educational Computing
Network
Systems Development
Data Element Dictionary
Data Acquisition Plan
Word Processing Services

t

s
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FIGURE 4

ORGANIZATIONAL 'CHART

BUREAU OF EVALUATION

Office of Research and Development

4
1

Director,

Educational Computer Technician I.'

Administrative Specialist

Program Evaluation °

Section Chief
Administrative Officer
Adininistrative Officer
Administrative Officer
Admiiiistrative Specialist

Evaluation Studies
Administrative Officer
Administrative Officer

o' Administrative Specialist

WOO.,

t

0

°

;'

Quality Assurance
Administrative, Offlcerl'

12

#4

'
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the chart, reveal's that the structure follows carefully the philosophy ,

. and poliCy areas. we have discussed ,earlier in this paper. A sub-unit

df the_gureau is responsible for the evaluation of programs that the
N/ . ,

Depaitment and others are implementing. . There is also a sub-unit for

quality control ' and; assurance that assists the Department's -

certification. unit in the certification of evaluators and implements
. .

training- in the'Joint Committee Standards, a function the Department

soon hopes to turn. over to the universities. This sub-unit is also
-.4, 4,

desponSible for the a'Pplication of the standards to state and local
. , -! ., -,-. ,x...i

educatibn evaluation efforts.: The third unit, is responsible for

evaluation research. knto Prograrri and policy, areas. of concern to
4 i

education administrators in the D'D e pa rtm en t., where systematically

collected 'data is needed on a day-to-day basis so that decisior,q2141, be

.made.

The Louisiana Department of Education has , developed an

organizational structure that 's _conducive to the ordered growth of

7,

7,

program evaluation as it assumes more and more responsibility; .;

(2)' supports prograibevaluation with the necessary data and research
. ..

bases, as Well as computing and dissemination power; and (3) provides
s,

,;:. , 16,. it with direct access to the decision-makers.
i 0 DI . ..

The first professional employed' in April, 1980 for the Bureau was
, .t.

. .. ,

0. the director, who not only assumed other management responsibilities,.

- .. .

1"but Also financial management as well. Building a financial base for

-program evaluation' has been a deliberate process that has mixed state. ..
. - .-- -6, .4$ ..

. . - and Federal funds with funds generated through contract-ILks--
,,, -,,:f, :.

1-**".r,*

arrangements with 'clients, within the Department. The Y980-81 budget

was: for the most part adjusted from withig the Office of Research and
. 4

.
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Development, but :also included projectfxds generated from clients

within the Department, such *as Academic Programs and Special

Education. The structure of the overall budget provides both a core

budget sefficient to fund five or six senior professionals, with- other

necessary support and a project budget with funds-from contract

evaluations as necessary to do the various evaluation tasksrequired or

requested by the Department.

The projected 1981-82 core ,,budget was $364,500 of state

distretionaiyi Title 114-C funds which, by the way, was quickly

reduced by Federal budget cuts to '$167,000; the tore staff was cut

from eight to five. An additional $200,000 was, generate& from

contractual agreements for a total 1981-82 budget of $367,000. Realizing

that hopes for Federal funding in 1982-83 are nil, the Bu-reau projected

a-1982-83 core budget of $425,000 of state funds, plus a project budget

of another $200,000 of funds generated through interagency

agreements. These funds were incorporated , into the Department's

overall budget through the Office of Research and Development.

At the LoUisiana °School ,Boards' Aisociation's annual meeting in

Louisiana, the Governor announced his support for the program

evaluation unit. It would _seem _the _Bureau of Evaluation -has excellent

prospects for full funding in . 1982-83. Obviously, without 'financial. ,

resources, the Bureau would face tough tims; however, things. look

very promising for its future. ,Without the total commitment of the

Department, and, especially-the state superintendent, resources would
..

not be available for. its future.

Management of any agency unit and its success or failure is

basically ai.personnel challenge. An of education fails or succeeds,
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isiependenX, upon' -the people who Are employed to 'carry out those
4. r

education, and.evaluation responsibilities. The first employee, the
°

director, a Ph.D. frbm ,DUke University with 10 years of hands-on

evaluation experience and five years of teaching, presented to the

Associate Superintendent a matrix staffing plan that proposed using

trained, exper:ienced evaluators like utility infielders.. This plan,

assigned major rolei,to each staff member 'but capitalized on individual

talents across functional needs.

Since., Louisiana has adopted certification requirements for

evaluators as a part of its program evaluation efforts (as. we Ilte for

teachersNnd p r /lc ipals), all evaluation professionals on the SEA Staff

had to be among the, first group to receive. Board of Elementary and

Secondary Education cert ification. the story of certification of

evaluator/ is not necessarily germane to this management analysis, but

is a part of the symposium .already' mentioned in this pape r. It is

estimated that the evaluation unit will be staffed with
1
10 to 12

professionals trained and experientced in program evaluaVon, quality
t. .

assurance, evaluator training, and research on the-evaluation process

by next year this time.

Additional personnel plans call, for the quarterly evaluation of the

director by the associate superiptendent, as well as the quarterly

evaluation of each staff' member by the supervisAlv whom he/she is

responsible. , These evaluations are based on performance objectives as

well as employee cha racteristics.

In times of shrinking budgets, .diminishipg student rolls, and

,reductions in force, the Louisiana Departmerit of Education. has seen..

the education and economic value of a program evaluation unit and has,

O

4
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ith bold and careful plans, organized, funded and put in place

dy amic unit responsible for statewide efforts 'in program evaluation.

Though the unit has existed only`, since April I, 1980, it has grown to a,- .

.reasonable size and its funding uture, as well as its professional .

-future, looks bright.

-

J

4

r
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