. e AY € I AR L N FReS
LSRN . . B
S N e . : M .
- - i ¢ - - : > L4 . .
“ q . .

! P SR o v . -
i v § 4
.

v

. IR y pocg\m:n'r. RESUME, ‘ ,
_ED 216 026 - e : - TM 820 174
. AUTHOR = ° . Peck, Hugh I, . : o
' TITLE- The Management of an Evaluation Unit in a State
' /,ﬁ\“\\ . Education Agency. s : - ‘
INSTITUTION ' Louisiana State Deﬁx.“of Educatidn, ,Baton Rouge.
PUB DATE .. Mar 82 : . ot
. NOTE » - l6ép.; Paper presented at the Annual Meeting of the
oL ' . American Educational Research*Association (66th, New
* York, NY, March 19-23, 1982). » .

* AVAILABLE FROM Louisiana ‘State Department of Education, Division of °
. . Research and Development, P.O. Box 44064, Baton

[ Vo , Rouge’ LA 70804_ (5046)0k '. 4 v
o . s { N
EDRS. PRICE MF01/PC01 Plus Postage.

~ DESCRIPTORS *Administrative Organization; *Program-Evaluation;
. " *State Agencies; *State Departments'of Education; .
: . L State Programs . : .

. IDENTIFIERS ', *Louisiana State Department of Public Education .7

Py

“ »

. ABSTRACT - . . : R
i ' -] A program evaluation unit was established in the
Loqisiana<nepar;ment of Education. A unit capable of measuring and.

'\<£~ assuring the effectiveness of several programs ‘and projects either

. ¢ operating or proposed was desired. The Department responded to ’ j
. ' Mrequests to implement program evaluations. Many requests were from
. “program adminiftrators who needed.formative .and summdtive . ‘
. ‘evaluations. It was.necessary. for the superintendent and his cabinet:

to develop and approve a°policy statement relative to program ,

-.  evaluation. Three key poipt$ ifclude: program evaluation was separate
" ") from prodgram administratio®y results were reported tq 'the T
. supérintendent, ‘hisz cabinet, and program administrators; and®
i ‘financial support was provided-through the pregram budget. Tge
ooy director_of the Program Evaluation Bureau reported to the as ociate

N superintendent of Research and Development. The organizational o

structure was candugive- to the drdered growth of program evaluation

" as it agsumed additional reSponsibility; supported program evaluation
.» ~ with data and rese€arch bases, as well as computing and dissemination
- . power; and provided it with access, to the decision makers. The unit.
{_TﬁﬁwaS'staﬁfed with professionals trained and expgrienced in program

" I evaluation; It was=established in 1980 and seems 'to have a bright
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‘ THE MANAGEMENT OF AN EVALUATJON UNIT
' : IN A STATE EDUCATION AGENCY ; e

Hugh 1. Peck o . . ‘
Louisiana De;Sartment of Educat; on -f - e .

N ~
f
2 L4 . . .
. - .

- The issues facing education decision-makers today are bec\ming’

', ED216026

>

more co?r‘xplex“ than any time in history. Deétision-makers m the : -

highe.st levels of Federal government through state and local .level - -

(

,g[)yernment and individual school principals are required to make

decisions on complex ‘issues within the ‘equglly- complicated ‘ .

.

—

A

“circumstances of public education. Decision-makers. have the riglkt and

¢

obligationgto look to education, program evaluators,’ ]as well as . ’

. researchers, for accurate and timel’y information on which to make L

- I

those decuslons. Program evaluators must be able to focus questupns '

3

'« . and deslgn evaluatlons that wnll respond to the informational needs of a

T .

' wide variety of users. Program evaluators must have a..large
.ot . °

repertoire of resear‘c!\ methodsﬂappropriate to an extensive variety of

. - TG - -

problems. ‘

. . . .
f ' l; b
PO 4

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

J .
’ . sdier{cg research methods as quantitative data analysis, questionnaire

. -
/ : re;uli_:s,l secondary data. analyses, ‘cost penefit and " effectiveness § Q .

- < e
analyses, standardized tests, experimental "designs, unobtrusive

~v

measures, partucupant obserVatlon, and in- -depth mtervuewmg It is ’

VoA

7

the resp‘onsibili’gy}of the evaluator to design evaluations that include all

. . -+ data, given tHe/ cdnstraintééf 'r-'esour:es and ti;ne, thdt will shed light

N - on e\;aluatio; QUestions such as: ’ K . ' C ' ©

o ) e Was the program (pro;ect or material) mplemented as it was ' - ' .
‘. . designed? . X \
" peveroucens | SRS,

4 .. EDUGATIONAL RESOURCES INFORMATION . . o
P Jdb\ “ - _ CENTER (ERIC) . Y
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)J What effect did it haye?

o Did it make any difference?
e What did it cost?

Ve Was it worth it? . /

’
~

e Can it be disseminated effectively? ' |. .t

It is wnthln _this context that the Louisiana Department of
'.Educatlon the SEA“ addressed‘the need for a program evaluatlon unit

within the agency and the need for extenslve suppont of that unjt.

The! Departments and the State Board's concern about the quality of

the educdtion evaluation efforts under way in our loca) city and parish

-

school dlstrlcts (LEAs) gave lmpetus to the establishment of an

evaluatlon unlt, We knew that hundreds of thousands of dollars were

) .

belng spent for what was belng labeled evaluatlon without any’

asSurance that the evaluators knew how to evaluate or that the
A ;
evaluations provuded any useful information. . At ‘the same tame, the

-3

Départment was’ being drawn more and more into a position of .requlring

.
2%

. 3 "y - » LY . -
good professional evalu%tlons of the numerous new programs it was

i
-

-c'harged with evaluatin‘g: Leglslators were beginning to requnre that -

L4

evaluation repprts accompany ° renewed. reqdests for program fundlng

and that newly funded programs be evaluated routlnely. The «State
3 : m

.

Board members were- dualifyi.ng their support of, certain programs
pending evaluatlons. The Chief State School Officer was requesting--

: no, demandlng--evaluatlon results in his declslon-maklng His cabinet

.

members saw the wrltlng on the wall and also began to seek systematlc

<

X e,valuatlons of thelr programs and program areas : N

-

.. !
o The conceptual framework for an evaluatlon unit in the Loulslana

":“.' Department of, ‘Education center_:.edaround thT role -of the SEA in




establishing and miaintaining programs of quality assurance in all major -

- endea\;o.{s of the Departme'nt and in,our‘ outreach to the LEAs. The

Department wanted. an evaluation .unit capable ‘of measpring and

L)

assurlng the effectlveness of a variety of ptograms and projects that
e
. were elther operating or proposed. 'Further the Department felt the

’ - .

- need for an evaluatlon research effort that could provnde |nformat|on to

’

program deolslon makers on an ongoing basis. Requlrements for the '
e .

Department to |mpleT:1¥§°nt program evaluatlons came from a var|ety of-

. L)
-sources It is a ¢ Ymmon practlce for - the’ “Legislature to attach=

‘&
evaluation mandates to certaln allocatlons for education programs such

-

"~ as the State s upcoming Compensatory/Remedlal Educatlon program.
The State Board of Elementary and Secondarf Education often demands

ev aluative . information on. programs under their purvuew The éhlef
k. 8

<4
state school officer, oﬁvumerous occaslons,. requests evaluations of

>

certain Department efforts. (It should be noted- here that another
unlt--Management and Program Analys/s--ls responslble for the .

assessment. of management efforts within the Department and proposed

efforts before f\undlng and |mplementat|on ) _
( &
Requests/for program evaluations come ‘most often, hbwe'v°er, from:3'

»th: program managers or administrator’s'. They see the need° for b?th
-formative and summative eval:.latlons Y P~ ' .

- The Department had not moved far lnto the estLblrshment° of a’.

program evaluation unit beforé it became neoes,sar): for ~‘the .

: superintendent and his cabinet to develop :a'nd\ appro,ve\"a on‘l"ic,y X
statement relati.\re to program evaluation‘. ) Pi'gure l',is 4 copy, of that
policy “statement.’ ’ The’ statemenf contalns three key p01nts

Q) program evaluation’ is separate from‘. program admnnlstratlon,
1
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' I’IGI{_RE 1: PROGRAM EVALUATION POLICY STATEMENT

3 . o
- - STATE OF LOUISIANA . !
. . ' DEPARTMENT OF EDUCATION '
. . * TELEPHONE NO: 1-800-272.9872 L |
f‘ ] [ d 2" ! ’ 7(
: - . . e .
.~ J. KELLY NIX ) d ! ’ . )
— ‘ . R —_— P.O.\\ Box 44064 L
.. . Baton Rouge, La.
, . . : .o 70804
. . August 22, -1980 - . . ‘
. . MEMORANDUM : C \ “ - '
: . N . . # .
: o . R Y . . '
P TO: Assistant and Associate Superintendents ¢ \
* . . ’ o ) \ .
¢ ~ FROM: _+ Dr. C. E. Thompson, Deputy Superintendent forszaucation o - . } I S
. ~ ) - - - ) ~ ( ' .
SUBJECT: Operating Procedures for the Bureau of Evaluation \ . 'Eﬁ . f SO
’ ' . \ ’ . . . \, ) : '
. N e ) . . [ \ . F—_— L. ) ,
/,ﬂiﬁ « Thé Bureau'of Evsluatiod, while being a part of and integral tq the Department, of Education, will provide ) '
. evaluatién services independent of program administration withi\ the Department of Education. The Bureau o
\ of E?luatian is positioned in the Office of Research and Development, and evaluation staff report to the,
Director of the Bureau who, in turm, reports to the Kssistant Superintendent for Research and Development, - v
Seven%heleu. because of the nature of prpgram evaluation, the Bureau will be working closely with other .
burealis and programs within the Department. & A ‘-
3 > . ‘ N
N In order to chrify the relationship of the Bureau ‘of Evaluation with thé programs begin evaluated, the
! following procedures have been adopted by the Dep’artment: . : ”
. . i L e . , M R . . '?‘N . R . ’ .
° v o The Bureau of Evaluation will through regular budgeting procedures and legislative -
. - appropriation, have 3 core budget which provides for 1) “the overall administration &~
of the Bureau, 2) th&administrationg_and lementation of the quality control , .
S functions of the Buresu, and 3) the ongoing evaluation of projects, programs and , ..
5 u}erith administered by the Department of Education. . . .
. .
/\ v Fhe Bureau of Evaluation will negotiate with individ\;al divisions, bureays and
. programs within the Departmen of Education for an appropriate evalutiﬁl of _ - “e ) .
lpdciﬂc projects, progpams lgd materials. These individual evaluationlactivi- . - *
oF ties will be supported within'thé budget of the respective project or progran i
/ in a subcontract arrangement with the Buresu of Evaluation. The evaluation . PO <
.. ] of a project, program or-matérial will be negotidtel at the beginning of the .. - ;
A . . -planning process. Upon initiation of the project or,program, evaluation funds . e s [
‘will be transferred to the Buru}u of Evaluation cost center. ‘ . / &
- . - * » . : fom - . .
{ o The Bureau of Evaluation,will provile a ’vr':l’;tten design dodument for all evalua-
[ . ., tions for v?ich it is'responsible. -The design document négptidted with the ', -
s project or-Program staff will «contain, among other things, all evaluation and .
Lt Cpolicy questions to be addressed by the evaluation, the conceptual framework,
. : . population; daga base, analyses’ for the evaluation and the budget requirements. -,
: . T - . . ’ - 7]
. e The Buredu of Evaluation will prepare appropriate written reports of the ’ 27
PR evaluation. Tenerally, reports 1Y-be of three types: a technical volume, -
» 1 an executive summary, and ap'ablttlct. As standard procedure,’ copfel will, -
r o be subnitted to the Supérintendent, the Deputy Superintendent, the Assistant )
S Superintendent I0r, Regearch and Development, the assistant superintendent. .
and bureau director administratively responsible for the evsluated proj¢£t, A
progran or mpterial, and the project/program administrator.
. coe "Furfhter_,' it is the posture of the Do'l;armpt of Education that generafly evaluatibns ‘of progranms administered Yot
o . Jby the Department are to be conducted by the Bureau of tva_luation. o, . ‘ .. T
o te . . . . . - wn . " ., :. . - . . . . “
CET:SEQ:mdm . | © - o s - S . - . - e,
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(2) program 'evaluation"resul:ts are reported to the superintendent, his
’cabinet,_ and program administratof's; and (3) program evaluation is

s%pported financially through the ptﬁogram‘ gudget‘ with funds being

-
.

transferred to the, Bureau of Evaluati’on once the evaluation begins oo
- ' . The need for quality assurance at both SEA and LEA jevels led to
: the adOptlon by the State Board of Elementary and Secondary ’

'Educatlon of the Jolnt Committee on Education Evaluatlon s Standards .

'_f_og.Evaluatlon of Educatiohal.Programs, Project's., and Materials. The \ -
: . - , ALY I )
— statement of evaluation .standardé had. been published in 1980 only

, @

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

.working from ‘drafts and "bluelines” during the adoption hearings. It " )

wl. , . w .. » . : L
was a’first, and as far.as we know, no other state has yet adopted the\_‘

o - ~ . % ‘. . . . e . - a

+ standards for statéWide applicatlon For Lou|s|ana they are a major’ - p

s

part of our overall phllosophy of evaluatlon “* Their adoptlon and

aE appllcatlon is a chronlcle of its own, and the story was told durlng the
L i<

.

. L 1982", AERA Symposlurh The Impact of a Quahty Assurance Mode! on

“ .
- < i a,‘ . -
- :

Program Evaluatlon in Loulslana . -,

~ ' < ¢ “w
- *s
v FRIEN A

' Ofteh the pla:;en]gml.e of arry program umt within a larger overall
!’. . ' R _d -,8"“1' ':‘> / . e,
© -agepcy. |s not‘ ggi«en serlous enough lonslderatlon The program .
rft”"a - . ‘o

. )# wl -
,ate St x i

evaluatlon un}t needs to ex:sé where .lt ‘can be nurtured, supported K l
admlnlstered and expandéd through a~maturmg pgocess that may be M .l 'r

} ' .,troubled by)pollcy,‘, perSor;nel, financial, and role problems. - . s |
- VR To understand how thegrganiza‘c\ional structure of the.Louislana ; h %
N s ' . el -

-SEA posltnons and uses -the Bureau of Program Evaluatlon, it is . S

necessary to\see tmfb charts of the organlzatlonal structure of the - N

~° »

»

' . * Department. -Flgure 2 deplcts the admlmstratlve structuré at’ the - & .
¢ L ™ - O
’ * cabmet level. Note that the Offlce of Research\and Development is Ied ,

v . S .
- % . . . . . .
. v ‘%:. . . . * N .
. 3 . . ¢ .
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FIGURE 2

ADMINISTRATIVE STRUCTURE
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.Sy an -associate superlntendent and has direct access to the chief state -

} .
school officer. Thls, it seemed to us, was a key .factor, _ |f program o i
i

f

eV'aluatnon were to affect decision- -making at the highest Ievels Figure ' !

o ‘ 3 is an orgamzatlonal chart of the Office of Ra,esearch and Developmentﬂ-'»-h:w—fr?--—-J
Anqther key to ourvrogr’am_e’\‘/’a‘!uaflon "Tfort’ was_ that it be located

close to and within th,e same Office as its major support systems The

‘ 9 .

[

‘ for informatidbn and ahalytical services. . ' .
\ The Bureau of Accountability has among its responsibilities both

-
.

|
|
1
i
_research unit houses an extensive educatlon library, as well as units » 1
4
1
|
|
|

public and nonpublic testi‘ng', which arz important-~ sources °for

evaluation data. The' Bureau of Management Information Systems -
: ’ ’ N e
directs the Educational Computing .Network of Louisiana, and is a .’

|

\

|

support source for data and word processmg, both vital to program i
» . . |

evaluation. Fmally, the Bureau of Development not only |s~ on the. |

cuttir@*edge of all educational innovation in Loulslana, but also houses S .
our Louisiana Dissemination Network, an NIE funded program that
provndes hnkage among the SEA the LEAs, and mstltutlons of hlgher
‘educatton This sytems provndes the condult for the statewide .
dlssemmatlon of results, programs,’ practlces, and resources , . \ '

~ The director of the Program Evaluatnon ‘Bureau is responsible to , o

the associate 'superintendent of Research and Pevelopment as are the
. : !

directors‘“-of. Accountability, Research, Development and Management
Jlnformation S'ystems (MIS). T*he orgamzatlonal structure of the

) Bumu of Evaluatlon itself had to be desngned‘around the functlons .

.

N
that were to ,be addressed by the- Bureau, taking into c0ns|derat|on . .
‘ i\! , . . . . - 1 . .
personnel and staffing as well as financia:l’cons'traints. Figure-4 is the :

t

< . : > & .
organizational chart for the Bureau of Evaluatigp. An examination of \ .
. . '/ -




i‘IGURE' 3

'ORGANIZATIONAL CHART * °
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gy, %

o p‘rogram evaluatron has been a deliberate proqess that has mlxed state

‘the chart\ reveals that the stoucture follows carefully the phi'Ios.ophy ,

‘ |
B and p‘olic{/ areas.’we,have discus‘sed earlier in this paper. A sub-t:nit} f 'a-f‘*‘j
_ of th?'gureao is responsible for the_ eyaluati:)n of programs that the.w.ﬂ .
Departm_ent and 'others are impl.ementing. .There is also a sub-unit for T
- quality control 'and’  assurance 1that  assists a,the ] Department's— Lo
Certification unit in \'th'e "certification of e.valuators and irnplements N . \::r

tra“mng in the Jonnt Committee Standards, a functlon the Department
soon hopes to turn over to the universities. Th:s sub-unit is also‘ :
' ) g n ‘ ‘g
’ r{esponslble for Sthe apphcatlon of the standards to state and local

L -

educatlbn evaluation- eff’orts The th|rd uth fs responslble for
,evaluatlon research {nto” program and policy. areas.> of concern to

4
education ddministrators in the _.Department-, where systematncally

L . - h

collected data is needed on a day-to-day basis so that decnslc}s:c}n\ be
\made - § '

.
-. . ’ -~

B The Lounslana Department of : Educatlon . has  developed an . ~/"
ougamzatlonal structure that (I) is conducive to the ordered growth of
program evaluatlon as it assumes more and more responsibility; TN

) supports program-evaluation with the necessary data and research
¢ E R SR . -
bases, ‘as well as computing and dissemination power; and (3) provides

\ ’-?',it with dirett access to the decision-makers. T e -

.

'-.-' ' The first professional emplo&ed‘ in Aprill 1980 for the Bureau was '

,,‘v.

S - the director, who not only assumed other management responsibilities,
- .,* t

ybut ajso flnanclal management as well. Bulldlng a flnanclal base for
‘0

, -

L —— = GV P A

- and Federal funds . |th~ funds generated throu%h oontract I_}P o
arrangements ,wuth chents wuthln the Department The 1930 8l budget

was for the most part adjusted from Wlthlﬂ -the Office of Research and
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" not be ayallabr for. its future.

¢

.
{‘ . -
o

‘Development, but :also included project /f)‘nds generated from clients
: . 4

i

. within the Department such “as Academic Programs *and'Special

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

*

bud'get safficient to fu'nd five or six senior professlonals, wnthr other
necessary support and. a project budget with funds»:from contract
evaluatlons as necessary to do the various evaluation tas(ks required or
requested by the Department. ) X '

The projected 1981-82 core budget was $364, 500 of state
dlsérettona,ry] Title 1¥¢-C funds whlch by the way, was quickly
reduced by Federal bud,get cuts to $I67 000; the wre staff was cut

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

contractual agreements for a total 198I 82 budget of $367 000. Reahztng

- that hopes for Federal funding in 1982-83 are nil, the Bureau pro)ected

~1982 83 coré budget of $425 000 of state funds plus a project budget
of another $200,000 of funds generated through lnteragency
agreements. These fu.n'ds \were incorporated . into the. Department's
overall budget through the Office of Research and Development. |

At the Louisiana "School ,Boards' Association's annual meeting in

Louisiana, the Governor announced his ‘supgort for the program .

evaluation_ unit._It would seem .the Bureau of Evaluation -has excellent

prospects for full funding in. 1982-83. Obviously, wit/f'\out 'financial-,
. resources, the Bureau would face tough tlm\es, h,owever, thlngs look

very promising for its future. Wlthout the total commltment of the

Department and especnally the state superlntendent resources would

S

Management ‘of any agency unit and its success or failure is

basically af.personnel challenge.‘ All of education fails or succeeds,

* -




.

’ ;,depe'ndenf‘ upon’ the people 'who are employed to ‘carry out ‘those

L & - ‘ 4 .
education, and _-evaluation responsibilities. The first employee, the

director, 'a'Ph:D.'_f;rbm .Duke University with 10 years of hands-on

1) -

evaluation ~'experi§en§e' and five years: of teaching, presented to the

Associate Superin'tendent a matrix s_téffi'ng plan that proposed usiné )
. ‘;\ .

trained, experienced ~evalua1.:ors like utility infielders.. This plan,

assigned major roles to each staff member but capitalized on individual
talents across functiohai needs. ) =,

-

. Since/ Louisiana has adopted certification requirements for

»*

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

teachers %nd 'p’riincipals)', all eval'dati:)n professionals on the SEA staff
had to be among the first group to receivé Board of Elementary and
Secondary éducatjon cer‘tification. : ~The story of certi'ficat}on of,
evaluator? is not necessarily germane to this management anaiy;sis, but
is a part of the’ symposium already men;:ioned in this paper. It is

-

estimated that the evaiuation unit will be staffed with \lO to 12

professlonals trained and experlen‘ced |n program evalua‘lon quallty

P}

assurance, evaluator trarnlng, and research on the-evaluation process
by next year this time.

Additional personnel ;Slahsfcail. for the quarterly evaluation of the
director by the associate sdperintendent as well as the quarterly
evaluatlon of each staff member by the supervuso’n"to whom he/she is
responslble These evaluatlons are based ori performance objectlves' as

well as employee characteristics. ,

- In times of shrinking budgets, .diminishing student rolls, ‘and’

" reductions in force, the Louisiana Department of Education. has seer{,’

the education and economic value of a program evaluation unit and has, |
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» . ith bold and careful plans, organized, funded and put in place a,‘\ A
B * M * * * t’ { ¥

L

dynamic unit responsible for statewide efforts‘in program ev’aluation. . .

‘ Thgu'gl.w the unit has existed only since April I., 1980, it has growﬁ to a - .

' .reasonable size and its funding

uture, as well as its professional

- future, Iook_s b\right.
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. .1 This public document was published at a cost of $.46 per copy by, the
- State Department of Education, Division+of Research and Development,

. to disseminate information and to provide technical agsistance to

local school boards and the public, under. authority of La. .R.S. 17:21.
This material was printed in accordance with the standards for printing
by state agencies established pursuant to R. .5, 43:31, o




