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[t may seem counterintuitive to “begin at the end,” so to speak, but these steps will help
i make the data collection more efficient and will ensure a more useful database once the
system is up and running. The approach proposed here is more likely to lead to an under-
sunding of the many ways in which inputs, throughputs, outputs, and outcomes interact
with one another to help in solving client and community problems.

The steps involved in designing and implementing such a system are these:

| Consider the evaluation context of data collection and aggregation. Why is tbe
evaluation being planned? Who will be using the evaluation? What do all potential
users expect to learn from it?

hesis still
2. [dentify the pro ' ions to be answered. Does the program fypot ;
fy the programmatic quest | whether clients are improving?

appear to be correct and logical? Wwill the system revea AT
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3. ldentify data elements. What is the absolute mmm(;urr\l)vzv need to Know about
inpu 2 What do NG
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client demographics to be able to answer quest
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Step 1: Consider the Evaluation Context of Data Collec

and Aggregation %
While evaluation design will be addressed in greater detail in Chapters 19 and 11, i
viu

: - that the program planner think conceptually abgut selected evaluatjon, princ;.
important tha LoD the work of designing the data collection system. When evaluation
s g et 1 1 e Seces 1 s oo pache
thinking about program evaluation only after services had b'een provided. TI"IIS is one? of
the major reasons early evaluations so often failed to provide the type Qf informatijon
needed for program improvement. We now know that well-planned evaluations begin very
early in the program-planning process. We have attempted to reinforce this notion by
laying the groundwork from the very first chapter.

As program planners prepare the evaluation Strategy, they are attempting to accomplish
tWO purposes: (1) to assess the relative success of programs in meeting their stateq
objectives and (2) to identify potential areas for program improvement. Measures of pro-
gram activity and outcome can be compared with the findings from other, similar programs
or simply mined for data that appear to indicate potential Or actual problems. Here is the
central question: What happened as a result of this particular intervention Strategy that
would not have happened in its absence? The intent of Program evaluation is to assist
managers in solving problems through the determination of what program strategies work
best under what conditions,

Surz?neargvz:e;;;zeci;g:enis of evaluation of congern to program planners: formative and
Pts will be addressed briefly here, but will pe explained in more
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use to evaluate a program. hey can be umma
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zed by the following general qu o

What kinds of clients? (Effort)
lems? (Effort)

i b
e Experiencing what types of pro
BEAR X s? (Effort)

Vi e of service
e Receiving what type and volum

e Get what results? (Outcome and impact)
e At what costs? (Cost-efficiency and cost-effectiveness)

With these questions as a road map, we are now in a position to build a responsjye

information system.

Step 2: Identify the Programmatic Questions to Be Answered

An efficient way to generate questions to be answered is to revisit the problem analysis
and the working intervention hypothesis. The objective here is to reexamine the reasons
for developing the program in the first place and to ensure that it is on track to address the
problems it is intended to alleviate or resolve.

For the sake of illustration, we turn once again to the problem of domestic violence (D).
The program hypothesis (made up of the hypothesis of etiology and the working interven-
tion hypothesis) reads as follows:

Because there are women who experience the following:

¢ Low self-esteem and general anxiety disorder

* Social isolation from friends, family, and community

Figure 9.2 The Fit of Five Types of Evaluation With Phases Of‘the»L@gic Modal

* Effort

* Effort

5 for FAs
evaluation evaluation S\f/f;i:ea':g‘ * Outcome * Impact
evaluation evaluation
¢ Cost-
effectiveness

evaluation
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Lack of financial resources to meet their basic needs

ic education and marketable ski
Lack of basic € e skills to get and : 3
y that meets their basic needs E hold a steady job with a

salar
the result is women who are vulnerable to becoming victims of domestic violence for

the following reasons:

. A combination of personal, emotional, and psychological problems

o [solation from social support systems and networks

« Dependence on a partner for financial support

« Severe limitations in their ability to secure and succeed in a steady job with a
career path

If the following actions are taken with a population that has been victimized by domestic

violence:

e provide individual and group counseling to address personal, emotional, and
psychological problems;

e provide case management services to facilitate and support making appropriate
community contacts designed to build a sustainable, steady lifestyle following

treatment;

e provide financial planning services designed to manage income and meet basic

EXPEnses;

e provide employment training and placement,

then it is expected that women who participate in the program

e will increase their self-esteem and reduce anxiety,

e will secure housing and child care and will be able to meet other needs necessary

to independent living in the community,

o will be able to manage their finances effectively, and

e will be employed in a job with a career path and a salary adequate to meet their
financial needs.
ons should come to mind.

i uesti
As we examine this program hypothesis, a number of

Input Questions
with a specific problem profile. This

o deal with certain problems, such as drug
d to return to her abuser on
ure the participants we recruit will fit

¢ We have designed a program to dijalt
particular program is not equippe 1
addiction, or with a client who is deter

be s
completion of the program. How can Wé
the intended profile?
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consideration in designing the program a

Output Question
e Are program participants completing all the services that are a part of their

individual rehabilitation plans (IRPs)?

Outcome Questions
e Do program participants, after spending time in the planned activities
lqe?'nonst‘rate improved self-esteem, lower social anxiety, mastery of in,de end
iving skills, mastery of financial management skills, and mastery of job Ek:lll S .
s?

A i ;
tyr;ers ezlfll;i betl.ng aggr;gated by ethnic or other special population groups? Th
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client social history data
o

client problem/strength profile

o material resources

o facilities
O equipment

. staff descriptive characteristics

program Throughputs
o service tasks

e method of intervention

Program Outputs

e intermediate outputs (units of service provided)

e final outputs (service completions)

Program Outcomes
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ystems

171

e intermediate client outcomes (change at the point of service completion)

e final outcomes (change at the designated point of follow-up)

Figure 9.3 illustrates the fit of information system elements to the phases of the

logic model.

Figure 9.3 The Fit of Information System Data Elements to Phases

of the Logic Model

« Staff char-
acteristics

: i « Documented
« Client data « Service tasks * ggf‘\t/?czf change at
- Material « Method of provided service
resources intervenhon o Griviied completion
e Facilities completions e Documented
; change at
« Equipment

follow-up

» Documented
changes
based on
community-
wide data

at follow-up
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The following sections will lay out, in more detail, what variables should ?e COnsiderecl
in selecting information system data elements for each of the components of the Planning
process,

Program Inputs

Client demographic and descriptive characteristics. As discussed in Chaptef 8, one of the first
data elements (o be considered is that of client demographic anq descriptive Characterisn'CS
and social history data. A few of these elements are illustratgd in Table 9.4, .

The task at this point is not one of developing data collectlo'n form.s but one of ldentify-
ing and justifying what data are to be collected. Only when this task is completed cap, We
turn to the task of Instrument development. ;

Considermg the questions to be answered in the program to prevenF fqrther epl§odes of
domestic violence for clients served, in addition to the above characteristics, we might a[g,
want to know something about the domestic partner, housing arrangements, transport,.
tion availability, the number of social contacts per week, distance from nuclear fa_mjly
members or ovther Support system, employment status, and other such Characteristics_
These factors, to a large extent, will help us determine whether we are actually Working

Table 9.4 Some Dat3 Elements to Be Considered in Creating a Profile for Victims of

Nu

Basic Demographic
Characteristics

Additional Considerations
Regarding Domestic Violence

Age * Relationship to domestic Social contacts

Ethnicity partner ® Quality of relationships with
Gender * Housing arrangements family members

Education

Employment or other income
Marital statys
mber of children
7 77777

* Transportation availability * Distance from nuclear family

members and other social
contacts
* Quality of parenting

ZzzZzzZ7 77 T
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m analysis: (o believe that a particular variable may have some relevance to the

e PO is clients. and the outcomes achieved.
0y, o

orograi 2 domestic violence program, for example, we know that factors such as low
and high social anxiety can lead to victimization. We may, therefore, want to
Self-lesre eactors in the client’s history that have diminished her self-confidence. T,his topic
ex e expl ored by asking questions about the number of current friends and associates
L e use of Facebook and other social media to stay in touch with friends, about the
f relationships, about substance abuse history, and other such factors. Any data to
r performance measurement, monitoring, or evaluation purposes will have to
ed and formatted for data entry.

o
apout th
paturé 0
pe used fo
pbe quantiﬁ

Client problem/strength profile. Clients who come to human service agencies for help
typically present a profile that includes both problems and strengths. One may have a
steady job but poor financial management skills. Another may have unreliable transpor-
ration and a spotty attendance record at work, but good parenting skills. These factors are
important to the case management process. In fact, approaches to casework have been
puilt around the concepts of problems and strengths (Reid, 1992; Saleeby, 1992). In the
aggregate, these profiles are important to the program planner as well. As discussed in
Chapter 7, these become the intermediate outcome objectives the program will attempt to
achieve.

In collecting data for performance measurement, it is important to know for later
program analysis purposes the number and percentage of clients during the course of a
year that are identified as having a particular problem or strength. This information can
be drawn from assessment tools completed at the point of intake by the intake and
screening person, by the client, by a third party, ot by some combination of these. By
using a simple scaling device on which the scale ranges from a serious problem at the low
end to an area of strength at the high end, a problem and strength profile can be devel-
oped for individual clients as well as for all program participants. These assessment tools,
either purchased from the author of a standardized scale or developed by staff, can be
designed to determine (2) problems or deficits being experienced by clients, (b) level of
severity, (C) areas of strength, and (d) degree of strength. A simple 1 to 5 scale like the

following is often used:

il 2 3 4 5
Severe problem —2> Problem —> Neither a problem —>  Strength—> Major strength
nor a strength
In crisis —> Vulnerable —>  Stable—> Safe—> Thriving
profound need —> High need —>  Moderate need —> Low need—>  Minimal need

Many types of measurement scales are available, and most are designed in a way that
will yield useful information about deficits and strengths (see, €.8., Fischer & Corcoran, 1994;
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severe problem and 5 = major Strengt.

i et group of wo
Hudson, 1982). The following scale might be used with a target group men whg b

N e
experienced domestic violence where
1

1. Quality and stability of housing
1

Reliability of transportation

Stability of employment

Level of job skills for career advancement

Level of safety in relation to abuser

1

2 5

2 3

2 3

1 2 3

2 55

2 3

Sense of self-confidence/self-esteem 2 55
2 35

& s
u 5
e 5
;) 5
e 5
& 5
- 5
it 5

2

53

4.

5. Income and budgeting skills
6.

7.

8. 1

DV education and awareness

Some of the questions to be answered by these data might include these:

® What problems or deficits are most prevalent? (items most often rated | or 2)

What strengths are most prevalent? (items most often rated 4 or 5)

g.. housing, employment) appear to be associated

® Do any problems or deficits (e.
ducation)?

with any demographic or social history factors (e.g., age, e

® Are there any predominant “problem profiles” or problems that tend to Cluster
together (e.g., income and budgeting with housing and/or transportation)? Are

® articles of clothing for client for Job interviews
¢ articles of clothing for client’s child of children

* first and Jagt month’s rent for dn apartment

Amount and frequenc ;
Y of receipt of each
e o, o of these ang other such data need to be
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o g

assistance with rent increase stability of housing after clients leave the
es

s, I 2 WY facilities can also be considered resources used for the benefit of clients.
Faalm‘e . hat have more than one branch office may discover that certain locations or set-
;—\g‘e‘naes 2 conducive than others to success. Success may be influenced by conve-
tiggscz of location for clients. In the case of residential treatment, it may be valuable to learn
mﬁzther factors associated with the facility such as roorms, meals, or opportunities for
Ijrivacy have any influence over whether a client remains for the full duration of treatment.
(See Chapter 8 for a related discussion of qualitative dimensions of outputs.) If use of
facilities 1S included in a data collection system, categories might include one or more of

the following:
o office visit, main office
e office visit, branch office
e home visit, client’s home
e home visit, relative or friend’s home

e other community facility
Some of the questions to be explored are these:

e |s there a relationship between facility location and keeping appointments?
e Does it appear that certain clients make better progress when there are home visits?

e Does it appear that there is any relationship between location and client outcomes?

Equipment. The importance of equipment will vary by prograrm. Programs that provide
transportation need to have vehicles in good working condition. Some residential treat-
ment centers may make computers available to residents for e-mail and for searching the
Internet. Training programs may have the option of using several different software pack-
ages, and it is helpful to know which ones achieve the best results with trainees. Providing
cell phones to domestic violence victims has made an important contribution to safety and
security for some DV programs. In some instances, there may be a correlation between the
provision of equipment and social participation. Some of the equipment—related questions
to be answered might include these:

e Does provision of transportation contribute to keeping appointments?
« What types of equipment contribute to successful client outcomes?

e What is the unit cost of equipment currently used by clients? How would costs
compare to contracting with another provider for use of this equipment?

staff descriptive characteristics. Descriptive characteristics about staff are not likely to be
entered into an information system for a program, but it may be useful to record them
elsewhere (perhaps in a personnel or human resources information system). Typically, in
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; re will be some mechan;
a system designed to record program and service data, the anism g,

identification numbery).
connecting clients to workers (e.g., through a work]er lk at successful cases to determjp.. .
At some point, program evaluators may want to 100 Ine jf

: i . Capturin ;
any particular staff characteristics are correlated Yvnth cher;;sz)izezz outpstaff %fS;ff deScnp-
tive characteristics will make it possible to identify ‘./vhat 5 A (,ﬁstin 3t/ Make ,
difference in terms of client outcomes. Keep in mlnd"l;/\l/)ee abilingual) atd stajfcl(ial;?n he're
tics that may influence outcome (e.g., the leve i ok i
manager). Iry may also be important to record staff demogr apz;lcd(‘;f‘;; nl;‘:;?:nlfa?gredmn.
Organizations need to know about such factors as ethn{cny,bg usefl;l el tl’le f llexperl-
ence. Some of the staff descriptive characteristics that might be e OWwing:

® education

* license or certification

® number of years of experience

¢ type(s) of professional experience
® ethnicity

® gender

Some of the questions to be explored might include these:

® How do education and/or experience correlate with client satisfaction and client

outcomes?

®* When worker demographics are matched up with client demographics, what are
the relationships, if any, to completion of the service plan and to outcomes?

Program Throughputs

° screem’ng
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planniﬂg

tation of the case plan

. (©asC
implemen

completion of the case plan

o termination

0 fOllOW’up

(;ounseiing, broken down into the following tasks:
o assessment

o stating the problem

o analyzing the system

o setting goals

e implementing the plan

e stabilizing the change effort

e completing the plan

termination

follow-up

These data elements could help to answer such questions as the following:
e How much time is being spent on each service task?
e Do patterns vary by worker and type of client?

e What correlations exist between time spent on service tasks and outcomes?

Method of intervention. Defining the method of intervention will help evaluators and pro-
gram staff learn whether one particular method is more effective than others with certain
types of clients. If, for example, a program’s intent is to maintain or improve nutritional
levels for seniors, meals can be provided in a congregate setting or can be home delivered.
It may be that one method is more effective than the other for certain types of clients. This
discovery can lead to adjustments in the method of meal provision prescribed, depending
on the Jikelihood of success, based on findings.

A wealth of information has been developed over the past decade or sO about Cross-
cultural counseling (se€ e.g., Gerstein, Heppner, Aegisdottir, Leunsg, & Norsworthy, 2009;
McAuliffe & Associates, 2008; Pedersen, Draguns, Lonner, & Trimble, 2008). Most of these
works cover basic issues such as the need for cultural competence and appraisal and
esc ssuemacioss cultural boundaries as well as specific sections on a wide variety of
ethnic groups and other special populations. It is at the point of considering the method
of intervention that the issue of incorporating what is known about cross-cultural counsel-
ing should be explored. It may be that if there are a small number of special groups to be
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4 client must complete at least a minimum number of sessions. For example
thatven shelter might define completion of the job-training module as 3 client’s‘
ne Safe Hzn in at least 90% of training sessions, two of which must be the first and last
par[.iaparll)eta“ed attendance records must be kept to make a distinction as to whether
Sesslo_“rsl'[ actually completed the program or whether she should be considered a “drop-
the drleom Ve pfogram» The following items illustrate the type of data that would be
ut Jed to measure service completions for each client and. in the aggregate, for an

S

meal

collect
entire prograrm.

« number of training sessions prescribed

o number of training sessions attended

o number of counseling sessions prescribed
¢ number of counseling sessions attended
e number of job referrals made

* number of job interviews completed

This information helps to determine whether clients are actually carrying out the treat-
ment plans prescribed and, if not, to probe for reasons why not. Some of the questions to

be answered include these:

* What percentage of clients complete the prescribed treatment plan?

* What factors influence completion and dropout?
¢ Are there any significant relationships between completing a plan and positive

client outcomes?

Program Qutcomes

Intermediate client outcomes. Intermediate client outcomes ans defined as those client
changes achieved at the point of termination from a program. Client outcomes are calcu-

) . n assessment at the point of intake and producing a score that can be
Aled by conduohing measurement purposes. Assessments may be done

i ting point for 2SST :
sed.esg, bfaselme (?r ztj:ntsg Etandardized measures, level-of-functioning scales or client
in terms of numeric ,

i rian Chap;er e8;sures or level-of-functioning scales are used, intermediate out-
Whea stapdgudizec 1l g the same measurement device at the completion of

dministerin ; i
comes are calculated by 2 ment). The purpose is to determine whether

] -post assess

; take (a pre-pos .

service as was usedga:e‘;s in solving the problems presented at intake, whether they have
there has been pro

or whether they have gotten worse. Safe Haven case managers and
remained the £ame. ¢ factors assessed at intake and once again rate each on a scale

. isit the eigh ; :
clients would revisit g a serious problem and 5 representing a strength, assuming

. resentin
from 1 to 5, vylth ;r;[; scale would be operationally defined for each item.
that each point ©
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size the central issues of effective
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ding to plan, the initial assessment will reveg
focus on dealing with the problems ang 5 pr‘
tment plan has been implemented, if the client has ::ipl

and if the plan has worked, the problem areas Sho0

anagers have collected all needed data during th

ated and can begin to inform staff about overg]

ddressed include these:

ed Pro.
0b1ems
talizin

mplete

uld sho\:
< Procegg
I progray

measurements empha

has gone accot
eatment plan will

These types of
gram planning. If all
and strengths. The tr
on the strengths. If the trea
all the services prescribed,
some improvement. If case m
these data can now be aggreg
effectiveness. Questions to be a
What types of problems seemm most often to be resolved?
Which types seem most resistant to change?

e Are there any patterns in the types of clients who seem to be most suc
cessful 5
nd

least successful with certain problems?
How do ethnic and other special populations compare in terms of out
COomes

achieved?

Final outcomes. Final out i ifi i
s it comes are identified and defined by returning t
e program was created. The domestic viol sl Dol
at the state level to enable w g sl W OICRIGS el %
sufficient and live viol ?men who have been abused by their partners to b i
e violence-free lives, so th i > tobecomeiselt
T ———— : ese are the variables that m elf-
numerical counts sts;rfgmsl-’ltsdare always taken in a follow-up contact V\lll'i;be i
g ardize ! ' i
re St measures, level-of-functioning scales, or clierfthen'tsf el
. > satisfacti
The period of tim i
_ e that should ela
g a A pse between the end of
ust be . the progr
results to be achieved. An o::ade LB [Eniler: wiinn i prggra%nam ch? e
ably require fol : come such as “no further inci e
that we measurleov‘tilup for at least a year, and perhaps 1 incldents of violenes ol
: ether the at-risk population has i o e
mproved in self-esteem or decreased
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" \mmed ermination may never happen. Cli
ormah ey - Clients ;
f (hese eriodiC measurements may be t may remain unil
aken after an episod il death. In cases
ode of servi
vice (such
asa

Such T Gt ;miiua\ completion of a treatment

Rt { Y . i i ent p\an) to det (

q nt are peing sustained over time ermine whether the eff
' e effects of

. 3(
“eou . s to be addresse

d in analyzi
estior yzing these data w
9 ould include th
e following:

what types of cher‘\ts. seem to be having the most su |
are theil characteristics? ccess in this prograrm? What

y por whe' rypes Of clients does this program seem to b 1
thetr characteristics? ciieasticiiectiie S cats

, what services seem tO contribute to success?

what elements of the program seem to have no im
for redesign’? pact and should be considered

what mix of services, §iven {0 which types of clients in what volure, has th
nighest probabiiity of leading to successful outcomes? ’ i

esigning & data collection system involves examining the data ele-

ents ;dentified in Step 3 and determining how variables will be used for performance
easuremer\t, monitoring. and program evaluation. As mentioned earliet, some data sys-
_Jevel inputs can be uploaded directly into a 1arger

ceded at the county or staté level. Alternatively, funding source

may dictate (hat certain elements be tracked and reported. For exanple,

planners at the Safe Haven shelter would bé expected tO collect data as required

n addition, agency—ievei persormei such as program manag-

by the state funding source. |
poard members, and other stakeholders will undoubtedly have aneed

. at the agency andjor program level.

When developing & strategy for analysis, it {s important maintain a focus on the pro-
gram hypothesis as the overall framework sO that analysis does not get sidetracked 1O
pecoming an exercise in exploring what seer 0 pe interesting {ssues but are peripherai to
the intent Of the prograrm- one approach (o help keep the data collection syster® on track

actives, listing each objective and using

isto structure
the following format:

L s Outcome Objective il 1B April 1, OXX (prior to final outcome), at least 7 5% of
| program participants will demonstrate at least @ 5% increase in self-esteet™ i
scores as measured by the Hudson self-Esteem™ Scale. Counselors are responsibie

for monitoring.
sttest score

o Data elements required: client identificatior\

a DNafa SOUICE: counseiors trackin
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~d to support the findings in relation to the objectlve.. na : questiong ey,
1‘[Setd by the funding source and the program hypothems, our recurring, compoung oo
?ion will always need to be addressed, as illustrated in Table 9f5. -

Each of these subsets of data elements makes up f'i part ol a comprehensive [jg of 4]
variables that will form the basis for the data collection and performance mef"suremem
system. Once all variables to be incorporated into the system have been identifieq

variables to be aggregated need to be selected. It is important to remember that,

while [T

professionals are able to develop the necessary computer programs, they will rely on pro.
gram planners to make clear what data and information they would like to display for

performance measurement, monitoring, and evaluation

purposes. The aggregation and

Ccross-tabulation of selected data elements begins to reveal relationships between services
will shape

and client progress that will help answer the questions identified in Step 2 and

future program modifications.

Preparing Tables

S and options
words “dashboards” and “scoreboards. ”

Table 9.5 Considerations in Developing a Strategy for pa o

What types of clients?

Receiving what types
of services?

System Component
Input question
Throughput question

Example

Counseling,

S—

Receiving what volume
of services?

Output question

training Sessions

Get what results? Outcome question

’ Outnut atiactina

im

~

At what cost?

Demographic, descri

Job training

Demonstrate an increase in self-
Provement ip, financial mananamase s

ptive, or ’soc'i‘al

esteem; g '












