Collaborative Consultation and Program Evaluation

Melissa B. Lusky and Richard L. Hayes

The article describes how consuflants, working with school personnel, can use an action research approach to implement a
program of value-dniven needs assessment. The presemiation is focused on a collaborative consultation modef of program evalu-
ation. A case example ilustrates the colfaborative devsiopmant of instruments for assessing the effectiveness of a school gud-

ance and counseling program.

ap:d social change is challenging American edu-
cation to undertake systemuc reform. In respond-
ing to calls for reform, educators must engage
in a reconceptualization cf the entire educational

S.enterprise, including guidance services in the
schcols Such reform requires 2 movement from a crists-
oriented delivery of guidance services to comprehensive,
developmental counseling programs that are equal partners
with instructional programs.

During this era of widespread school reform {Darling-
Hammond, 1897, Glickman, 1998; Murphy & Hallinger,
1993; Tom, 1997}, professional counselors, like other “sup-
port staff” in the school, are bemng asked to justify their
programs as meeting stated needs. Despite the importance
attached to program evaluation, school counselors rarely
take it upon themselves to evaluate their programs systeni-
atically {Schmidt, 1996). This under-involvement may be
due to their lack of training in research methods appropri-
ate for evaluating school programs (Lewsis, 1983; Paisley &
Hayes, 1997), time constraints on the school counselor, or
concerns that the outcome of any evaluation will be nega-
tive {Lewis, 1983; Lombana, 1985). In ocur experience,
school counselors may also be reluctant to conduct pro-
gram evaluations due to concerns that evaluation may be
potitically motivated, and, thercfore, the results of any evalu-
ation will not be favorable. Whatever the reasons, if school
counselors are to maintain funding for school counseling
programs, they will need to demonstrate that the services
they provide are effective in achieving desired outcomes
{Bruckner & Thompson, 1987; Gibson, Mitchell, & Higgins,
1983; Jackson et al , 1993},

EVALUATING SCHOOL COUNSELING PROGRAMS

A primary reason for evaluating schoo! guidance and coun-
sehng programs has been to review intended outcomes and
make suggestions for improving practice {Drozd &

Goldfried, 7996; Fisen & Dickey, 1996; Gysbers &
Henderson, 2000; Lambert & Cattani-Thompson, 1996;
Whiston & Sexton, 1998}. In addition, program evalua-
tions are often concucted to provide accountability to state
legislatures, departments of education (Allen, 1992;
Fairchild, 1993; Schmidt, 1996), and to the recipients of
counseling and guidance services {Beutler, Kim, Davison,
Karngo, & Fisher, 1996; Vace, Rhyne-Winkler, & Poidevant,
1993, Whiston, 1996). Accountablity is achieved by sharing
information about program effectiveness with parents,
community members, and government officials to assure
thern that their resources are heing put to good use

Participation in program evaluation has also helped coun-
sclors to establish their worth and promote their commit-
ment to continued quality assurance (Keene & Stewart,
1989). Concrete evidence that counselors’ contributions to
the school’s overall mission are both substantial and worth-
while can be extremely helpful in establishing credibility.
In addition, counselors who are commutted to ongoing pro-
gram evaluation wilt be more likely to revise their practices
to ensure that they are meeting the constantly changing
needs of students in today’s multicultural, technologically
sophisticated, and raprdly changing society (Council for the
Accreditation of Counseling and Related Educationa! Pro-
grams [CACREP}, 1994, Cuban, 1990; Ivey, Ivey, & Simek-
Morgan, 1997; 7 Robinson & Ginter, 1989). The results of
a comprehensive program evaluation can also be mstrumen-
tal in advancing the viability of school counseling as a pro-
fession (Aubrey, 1982; Knapper, 1978,

A widely used method of evaluation, the experimental
approach, involves using pre- and posttesting of experimen-
tal and control groups for assessing the impact of specific
counscling interventions {Rorders & Drury, 1992; Lewis,
1983}, By controlling experimental variables, the use of this
appreach can help increase program evaluators’ confidence
it the specific statements they make concerning the par-
ticular counseling and guidance services they investigate
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{Schmidt, 1993). Experimental approaches can be espe-
cially useful for pinpointing behavioral changes across a
group of students due to participation i counseling ser-
vices (Myrick & Dixon, 1985).

Although ughtly controllec studies are ideal in experi-
mental settings, some researchers have questioned their
applicability to school settings {Goldman, 1989; Hayes &
Horne, 1994, Pine, 1981) Speafic concerns associated with
doing experimental studies in school settings include the
following: {2} Such studies create the need to base deci-
stons about the delivery of counseling services on how well
these services lend themselves to the research design in-
stead of how well they address the needs of the individuals
seeking services; (b} study results are only obtained after
en intervention has been completed, making it impossible
to use the results to decide about ways to improve an inter-
vention while 1t is in progress; and {c) controlled studies
often look at a narrow range of 1ssues, which makes it un-
likely for them to have much impact on multifaceted coun-
seling and guidance programs that serve students function-
ing in an ever-changing environment (Pine, 1981).

As an alternative to conducting experiments, descriptive
statistics have often been used to demonstrate the effec-
tiveness of counseling and guidance services over time. Some
of these approaches include the use of standard scores and
tallies of both the frequency with which counseling and
gutdance services are provided and information regarding
the number of individuals seeking services (Lewis, 1983).
Standardized evaluation instruments have also been used to
collect data regarding the provision of counseling and guid-
ance services {Murray, Levitov, Castenell, & Joubert, 1987,
Although the use of a prepackaged assessment can be useful
for collecting data on the artifacts of selected school prac-
tices, the results are too often inadequate for answering
questions relevant to a particular school or a particular coun-
seling and guidance program. Even the most rigorous method-
ology can prove useless if the data generated are not
relevant to identifying the needs of a particular school.

An additional factor to consider in evaluating school pro-
grams is the general failure of a century of empiricist research
in education and psychology to provide workable solutions
to real-world problems { Goldman, 1989; Hayes, 1994; Koch,
1981; D. N. Robinson, 1993). Counselor educators, in par-
ticular, are challenged to recognize the ineffectiveness of
counseling research in demonstrating effective practices and,
where such practices exist, the improbability of any results
changing existing practices (Howard, 1986; Torbert, 1981).
It is our opinion that research on school counseling has too
cften been focused on fabricated analogues that have sought
experimental “control” at the expense of pragmatic validity.

Further complicating the picture is the observation that
school counselors do not conduct research on their own
practices Paisley and Hayes (1997) have suggested that
school counselors are not actively involved in research be-
cause (a} counselor educators tend to teach empirical
research methods, which are often difficult to appiy to
school settings; (b) school counselors tend not to see a clear

connection between research and practice; and (¢} current
research models lack generalizability for different schools
and situations. Models for counseling research must be de-
veloped that can account for the inherent interdependence
of client and context in the generation and selution of coun-
seling-related problems (Hoshmand & Polkinghorne, 1992;
Howard, 1986, Licberman, 1992). As Hayes {1994) has
argued, “such real world research anses from the lived ex-
perience of the participants, who share 1n the definition of
questions for study, help to formulate alternatives, and are
fuﬂy engaged in the analysis and mterpretation of any find-
ings’ (p 20}, Such an appr"aah to research 1s also inher
ently democratic because those persons who experience
the reality of the problem on a daily basis are directly in-
volved in mt‘ process (Hall, 1981). Recognizing the impor-
tance of solving problems collaboratively with those affected
most directly by them (Haves & Lumford, 1994; Lieberman,
199Z; Newrnann, 1893}, counselor educators who conduct
research in schools will be engaged in collaborative action
research (Glaser & Strauss, 1967; Lewin, 1946; Lincoln &
Guba, 1985; Reason & Rowan, 1981; Torbert, 1981). Work
ing with counselor educators in this way, practicing school
counselors can learn to do more responsive action research
as part of their own practice,

& CALL FOR NEW EVALUATION MOBELS

The search for democratic models is not confined to re-
search but 1s an expression of a larger reform movement
that is effecting change worldwide in major institutions,
including gevernment, religion, and economics. In educa-
tion, especially, communities throughout the United States
are attempting to recizim authority for their schools
{Glickman, 1953, 1998; Hayes, 1993a; Hess, 1993). Central
to this movement s a call for local control and empowering
school personnel by placing the authority for decisions closest
to those responsible for making them {Hayes, 1993b; Lightfoot,
1986; Maeroff, 1988) In response, new models for preparing
school personnel and delivering needed services are being de-
veloped that account for the umgue relationships to be found
in today’s diverse public schools {Goodlad, 1990; Hayes,
Dagley, & Horne, 1996; Murphy & Halliinger, 1593).

Current school reform efforts, along with a lack of ap-
preciation for the contributions of school counselors, in-
creased competition to secure the postsecondary education
of choice, decreased fiscal resources, and an increased em-
phasis on multiculturalism make it imperative for counse-
lors and counselor educators to devise program evaluation
models that stress consumer mput. Obtaining consumer
input mn the development of program evaluation instru-
ments, especially those intended to idents%y and assess the
needs of the whole school community, will ensure that coun-
selors and counselor educators account for the larger con-
text within which the school functions. Understanding this
context will require approaches to program evaluation that
recognize competing needs and the larger set of political
forces that drive them

JOURMNAL OF COUNSELING & DEVELOPMENT * WINTER 200t - YOLUME 79 27

~"Copyright © 2001. All rights reservéd. =~~~



Lusky and Hayes

In formulating new models for school counseling research,
we believe that a primary consideration 1s that it be useful,
that any knowledge generated be tested agamst its viabality
for the individual (Hayes & Oppenheim, 1997; Howard,
1986). For research to be useful, however, it must be based
in the real world of practice. Only through the productive
interaction of theory and practice m a primarily practice-
based approach te mquiry can we understand fully what
we regard as the knowledge of practice. Accepting that re-
searchers and their participants are inseparable aspects o
any research design, we belicve that the researcher must
consider the perspective of the user of the generalization—
seeking epistemological harmony with the reader’s exper:-
ence—as a natural basis. Lancoln and Guba {1985) have
called this concept “naturalistic generalizations.”

We accept the assumption that research and action are
inextricably intertwined in practice such that knowledge is
always gained in action and for action Thus the “subject”
and researcher are both mnvolved as participants in the mu-
tual definition of research in which problems are identi-
fied, alternatives considered, plans developed, programs
implemented, and outcomes evaluated by rather than for
the participants. In such a model, the role of the researcher
is as expert-collaborator 1n stimulating the process of self-
reflection on professional practice

Achieving these goals requires a new approach to pro-
gram evaluation that concentrates on developing instru-
ments that are sensitive to local issues and changing prac-
tices. Program evaluators will need to focus more on assess-
ing needs through a process of instrument development
that lets the values of the participants determine the data
to be collected instead of instrumentation prescribing the
data and determuning the values. Creating a needs assess-
ment instrument that responds to the specific concerns of
a particular school community requires community-wide
values clartfication in anticipation of, rather than in response
to, any assessment.

A ADDEL FOR PROGRAM DEVELOPMERT

We visualize the change process that leads to a model for a
comprehensive gudance and counseling program as hav-
ing five major phases. planning, analyzing, designing, imple-
menting, and evaluating, Fach phase contains specific tasks
to be completed.

Planning

Successful change demands committed leadership and a
supportive environment. Identifying existing human re-
sources and assessing levels of support from the school
board, superintendent, school administrators, staff, students,
parents, and the community are 2 necessary first step. Af-
firming the school’s mission, philosophy, and direction and
clarifying the role of the guidance program are essential to
reconceptualizing this program as part of realizing the
school’s mission. Creating a shared vision for the guidance
program, selecting a curriculum model for the desired pro-

gram, establishing goals, and determming desired student
outcomes demands the building of a collaborative team
Once these goals are achieved, the development of a pro-
gram philosophy that 1s consistent with that of the larger
school community can be undertaken through a survey of
school climate.

Analyzing

Any problem, including changing a school’s guidance pro-
gram, can be understood as the difference between what 15
and what could be. Such understanding includes the per-
ceptions of all program partictpants, data about related out-
comes, and 2 vision for the future of the program Sources
that provide data to begin designing the program include a
comparson of the current and desired programs, a survey
determining current “customer” satisfaction, and prioritization
of program elements.

Enplesnenting

Although all steps to this point in the process have been
directed toward implementing a renewed guidance program,
actwvity is redirected to focus on the specific tasks associated
with administering assessments for outcome evaluation,
installing and testing program components, and modify-
ing procedures based on process evaluation.

Evaluating

As the activities for the previous phasc suggest, evaluating
the program is an ongoing process. The formulating gucs-
tions for evaluation, selecting an evaluation design and
measurement instruments, and developing data collection
procedures need to be considered at each step in the re-
newal process Nonetheless, performance data need to be
pertodically and routinely analyzed and reported as the “first”
step in the next round of renewal activities.

Assessing Client Needs

If faced with a lack of time or necessary traming, or con-
strained by institutional barriers that prevent school counse-
fors from assessing their chients’ needs, schools may prefer
to hire consultants to help with the process (Brown, 1989,
Schmudt, 1996). Brown identfied two key roles for con-
sultants. The first is as an expert who “diagnoses” the
program’s problems and “prescribes” solutions. An alterna-
tive, and the role being advocated here, is one of collabora-
t1on, in which the consultant works with schoel staff to
ident:fy needs and develop plans to meet those needs.
Counselor educators, who are trained in assessment and
research design and are most hikely accustomed to being
viewed as the “expert,” can find a new consultative role for
themselves as research collaborators (Hayes & Horne, 15947
In such a collaborative relationship, the focus is on multiple
“experts,” wherein consultant, counselor, teacher, student,
administrator, agency personnel, and family members come
together as equal participants in problem solving a specitic
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ssue {Dettmer, Dyck, & Thurston, 1996; Idol, Nevin, &
Paolucci-Whitcomb, 1994, Keys, Bemak, Carpenter, & King-
Sears, 1998). As illustrated in the following case study,
Jifferent constituencies may expect the consultant to play
both roles stmultaneously a posttion that ultimately proves
untenable.

The first steps in program evaluation involve “gathering
information” and “establishing rapport” {Baharoglu, 1989).
3uilding rappert promotes the develepment of 2 mutually
respectful relationship between the consultant and school
staff. Once rapport is established, school staff will be more
likely to trust the consultant, increasing the likelthood that
recommended changes will take place,

To establish rapport, the consultant meets with school staff
and program stakeholders and others with interests in the
program to understand more fully their expectations for any
proposed program evaluation At this juncture, the differ
ences between an expert and 2 collaborative role become
apparent. During the initial meetings, the expert consultant
explains the purpose of a needs assessment and related
activities in the program evaluation process. Alternatively,
the collaberative consultant attempts to understand the
client’s intended purposes for program evaluation and to
engage school personnel in elsborating categories of evidence
for an effective program Keys et al. (1998} pointed out that
‘ultimately, 1 a collaborative consultation modcl, it is the
sharing and transferring of knowledge and information among
all team members that ensbles the group to determine and
carry out a more comprehensive plan” {p. 127).

In the next steps, which begin the data-gathering phase,
the collaborative consultant meets with different groups.
Meetings with counselors, teachers, students, administra-
tors, school officials, parents, and community leaders, as well
as other stakeholders, provide a variety of perspectives and
clarity the role of members of each group in the evaluation
process (Brown, 1989; Keys et al., 1998). Unlike the ex-
pert, whe sceks cooperation from program stakeholders in
adhering to the proposed evaluation process, the collabora-
tive consultant seeks input from program stakeholders to
create a shared vision of the program evaluation process.

Information from consultation sessions 1s then used to
identify the more functional, and often implicit, program
soals (Friend & Cook, 1996; Russo & Kassera, 1989), which
in our experience are not necessarily the same as the ex-
plicit goals presented i publisned materials. Once program
soals have been identified, questions can be created for use
in a survey of clients’ needs {Rimmer & Burt, 1980).

Previous instruments for assessing needs have included
questions about counselor heipfulness and the most and least
mmportant services provided by the school counseling and
surdance program {Schmudt, 1996) Other instruments have
comprised questions about interpersonal functioning, parent—
chald refations, and school adjustment {Stiltner, 1S78). After
the questions have been developed, the survey 1s piloted to
obtamn input from teachers, students, and parents about
whether items on the survey adequately reflect program
gosls (Rimmer & Burt, 1980}. On completion, the survey

is administered to all program stakeholders, including par-
ents, students, and teachers {Rirnmer & Burt, 1980).

Hprogram renewal is to occur, several additional steps must
be performed after the needs assessment is completed
{Baharoglu, 1389; Rye & Sparks, 1991). The first step involves
tallymg responses to determine the needs of those surveyed
{Rimmer & Burt, 1980; Russo & Kassera, 1989). Once the
needs have been identified, the corresponding goals and
objectives are prionitized based on the percentage of respon-
dents who endorsed specific items (Rimmer & Burt, 1980;
Russo & Kassera, 1989]). Once the goals and objectives have
been prioritized, they can be used to develop a plan for pro-
gram renewal (Baharoglu, 1989; Rye & Sparks, 1891). Specifi-
caily, these goals and objectives can be used to {a} help
determine how resources should be distributed, (b) direct
efforts to promote communication among stakeholders, and
(¢} develop a plan that allows for optimal use of counselors’
time and expertise (Rye & Sparks, 1991).

After the program renewal plan has been designed and
implemented, program evaluations are done to assess the
success and progress of the new program [Aubrey, 1982;
Baharoglu, 1989). Program goals and objectives identified
during the needs assessment are used to measure program
effectiveness and to determine whether revisions or changes
are needed (Rye & Sparks, 1991}. These types of evaluations
can help with accountability efforts by providing documen-
tation of the contributions made by the program (Borders
& Drury, 1992].

£ CONTENTUAL APPROACH T0 INSTRUMENT DEVELOPMENT

A primary goal of the collaborative consuitant 1s to help
school personnel find workable approaches to problems that
will enable them to develop a more responsive guidance
plan. Rather than using a detached objective evaluation,
the problems are framed, analyzed, and solved within 2
context. This context can be realized by using 2 democratic
and collaborative process to identify the issues pertinent to
the program stakeholders (Dettmer et al., 1996; Hall, 1981;
Idol et al , 1994). Once the issuses are identified, they can
be used to gurde the development of an instrument that is
grounded in the practices and language of the program stake-
holders. This approach expands the notion of the instru-
ment from a simple survey to actual entry into the field
(Glaser & Strauss, 1967} In other words, the survey
becomes the means through which pregram evaluators
coliaborate with program stakeholders to develop an
instrement that s framed within the larger context of the
school community. The result is an instrument that is
derived from the values of the stakeholders rather than by
the nced to present the data in a particular form.

Gaining entry into the held requires an interactive rela-
tionship between the consultant and the stakeholders in
the school community. The consultant can gain entry and
establish credibility by making an effort to understand the
school community. Meeting with the superitendent and
school administration to get an idea of their vision for the
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school renewal project and to establish the guidelines of
the collaborative relationship is a primary part of this pro-
cess (Keys et al., 1998}. Developing effective working rela-
tionships with people in the school community and trying
to understand difficulties they encounter during the pro-
cess also helps the consultant establish credibility In addi-
don, it is impoertant that the consuitant help school person-
nel to understand how the process works and build a team
that can carry out program renewal efforts, In the case ox-
ample to follow, helping school personnel realize the need
to understand the system before collecting any data was a
central challenge to the success of the project.

Traditionally, intervention and needs assessment have
been viewed as separate but related processes In our ap-
proach to needs assessment, we view the process as a set of
interventions. For example, stakeholder participation in the
development of the needs assessment 1s viewed as an inter-
vention because it gives program participants a feeling of
empowerment. The feelng of empowerment occurs because
stakeholders are given the message that their contributions
are important and that there is a willingness to take their
advice and collaborate with themn. Because of their partici-
pation, they also develop a sense of ownership, which n-
creases the likelihood of a schociwide commitment to the
program renewal efforts (Glickman, Hayes, & Hensley, 1982).

The act of talking with the superintendent and school
board members can also be viewed as an intervention be-
cause it requires a reexamination of the school’s current
practices and future goals. Furthermore, school personnel
may need to learn concrete metheods for developing col-
leborative relationships with people inside and cutside the
school if the program renewal is to be successful. In the
case example to follow, each of these components of the
process—issue identification, instrument development,
stakeholder participation, survey administration, and data
evaluation—is presented to illustrate the dynamic nature
of the collaborative process involved when evaluating pro-
grams with an action research model.

A CASE EXAMPLE

I {second author} was contacted mitially as one of several
persons who were recommended to the district superinten-
dent by colleagues as capable of conducting an evaluation of
the high school's guidance program. As the superintendent
explained at the time, the school board had directed him to
implement a comprehensive study of the guidance program,
its goals, and the quality of its services Such a study was to
include administering a professionally developed necds as-
sessment; solictting input from parents, staff, students, and
administration, and providing collaberative decision-mak-
ing activities that would identify methods for improving
current programs to meet specific needs. After several tele-
phone conversations with the supermtendent and one of
the school board members, I was asked, in my role as con-
sultant, to prepare a preliminary proposal for evaluating
the program This proposal, once created and submitted,

outlined the mode! for change process previously presented,
including the five phases {planning, analyzing, designing,
implementing, and evaluating)} of the model, objectives and
related tasks for each phase, a timetable for completing each
phase, descriptions of the approaches to be used, a budget
page with options for each phase of the project, and a brief
description of my qualifications to completc the project,

On review by the superm‘tendemt and the school beoard
and some clarification of details by me, the superintendent,
and a member of the school board, it was agreed to under-
take the first stage of the proposed project {planning phase
and analysis phase). During these initial contacts, [ worked
to establish rapport by making an effort to understand the
sometimes differing views of the supermtendent, mdividual
schoel board members, and selected stakeholders in the
process, especially the school counselors and influential
parents, regarding the need for program renewal. Critical to
all parties to varying degrees was the necessity to include a
needs survey. Two guiding principles for the evaluation were
established: The process would be collaborative, and guid-
ance was considered to be a schoolwide functicn.

Planning Phase

Individual, in-depth interviews and focus groups with pro-
gram stakehelders, inciuding professionals directly associ-
ated with the guidance program (1.e., school counselors,
administrators}, associated professionals {e.g., the school
psychologist, the school social werker, special educators,
teachers, stucdents, parents, and representatives from com-
munity agencies) were used to collect information regard-
ing the program’s current strengths and weaknesses. This
information was used to pinpeint organizational trends and
information about how individual dynamics affect program
effectiveness. The interviews also provided data abour the
knowledge and skills of the counselors,

I analyzed the compatibility of the school’s mission, phi-
losophy, and goals with those of the guidance program
through a review of successful examples of correspondence
between the two and identified areas for improvement. The
information gained from this analysis was included in dis-
cussions with program stakeholders. These discussions fo-
cused on issues related to knowledge gained through expe-
rience and steps for further action regarding synchronizing
the school’s mission, philosophy, and goals with those of
the guidance program.

Because organizational characteristics can affect the abil-
ity of members tc be part of an effective team, a team ef-
fectiveness profile was developed. The school counselors,
the superintendent, and other administrators completed the
Myers-Briggs Type Indicator {Myers & McCaulley, 1985)
and the Kormanski-Mozenter Team Effectiveness Inventory
{Kormanski & Mozenter, 1987). Data from these invento-
ries were used to assess leadership styles, personality pref-
erences, levels of interpersonal trust, and decision-making
patterns that might have an impact on their abilities to func-
tion effectively as a team. Results were used to determine
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how individual schcol personnel approach various tasks.
Composite profiles contaiming information about collec-
tive strengths were also generated. This information was
used during discussions with program stakeholders about
using individual work styles to promote team development.

A central challenge facing school systems undergoing re-
structuring is how to respond to the organizational changes
that anise from changing roles and responsibilities. In this
case, the current supermtendent was only in his second year
in that possticn, having replaced a superintendent who had
previously served more than 30 years in the role with quite
a different leadership style and administrative structure. Part
of the planning process mvolved team members articulat-
ing their formal roles and responsibilities and providing feed-
back to one another sbout how they perceive the others’
roles. Discussions of roles and responsibilities focused on
the impact of differences in perception and the presence of
informal roles and responsibilities on organizational func-
tioning Issues of resolving differing expectations and es-
tablishing more integrated roles and responsibilities to pro-
mote optimal success were also discussed.

During each phase of the planning process, members
used a problem-solving approach that involved identifying
the problem, obtaining data about individual perceptions
of the problem, considering alternative solutions, and form-
ing a consensus about how to proceed. This process was
used because it promoted collaborative and democratic
problem solving. Furthermore, I anticipated that school
personnel would be able to use this approach on an ongo-
ing basis, thereby increasing the likelihood of success in
attempts to collaborate when implementing and revising
the counseling and guidance program.

Personne! completed a climate survey {Gelatt & Quinn,
1992} of attitudes toward restructuring the guidance program
o assess the school culture in relation to efforts to implement
a comprehensive study of the guidance program. The counse-
lors, department chairpersons, special educators, and hetero-
geneous groups of students, teachers, and parents who com-
pleted the survey were selected deliberately to represent all
subgroups within the schocl. This survey required respondents
to provide information about their personal beliefs about the
attitudes of selected reference groups toward the current guid-
ance program and toward restructuring the program. In
addition to guestions about the guidance program, questions
designed to assess views about all student support services
provided by the school were also included in the survey.

Analysis Phase

As noted, & critical component of the proposed program
evaluation was creating and administering a “professionally
developed” needs survey. Indeed, it was just this caveat that
prompted the superintendent to seek an outside consult-
ant. Recognizing the potenuasl for generating unreliable re-
sults using 2 survey of their own design, schoel personnel
sought an expert who would identify an existing instru-
ment that could be used to collect needed data. In discus-

sions with stakehclders, especially the superintendent, the
school board, and the school ccunselors, the importance of
developing a school-specific survey was stressed repeatedly
if they were to have useful results. Instead of pulling a ready-
made instrument “off the shelf,” a morc integrative approach
was undertaken to combine the best of what the research
literature had to offer with the results of the data collected
during the planning phase.

I reviewed the pertinent literature on conducting needs
assessments of counseling and guidance programs {Collison,
1982; Rimmer & Burt, 1980; Russo & Kassera, 1989, Rye &
Sparks, 1991; Schmidt, 1996). Relevant instruments with
substantial questions and formats appropriate for a program
evaluation consivtent with the structures and sssumptions
of this particular school were reviewed. Relevant portions
were adapted for use {Gibson, 1990; Hutchinson & Bottorff]
1986; Schmidt, 1996}. Information gained from the inter
views conducted during the planning phase was used to
identify significant areas of concern and to formulate hypoth-
eses about how to produce results that would be useful
and consistent with the stakeholders’ assumptions about the
guidance program and the larger school and community. Simi-
larly, data cbtained from the climate survey were used to
determine the readiness of program stakeholders for change
and to identify the 1ssues to consider in building a survey
respons:ve to community needs.

Conductmg a needs survey that would capture the unique
characteristics of the guidance program and, more specifically,
the guidance department, program participants, and the
school’s culture {e.g., policies, social climate, history and repu-
tation, community values} demanded the development of an
instrument couched in the terms, phrases, and organizational
shorthand of the school. Using the endemic language of the
school meant that the survey was designed to include the
terminology used by the members of the schoo! community
to designate specific services (e.g., special education services,
peer helpers’ program, school orientation, or knowing the
important distinction between the school's guidance “pro-
gram” and its guidance "department”).

[ developed the mstrument by creating a pre.uminary sur-
vey and sending 1t to program stakeholders for review and
feedback to confirm the goodness of tit. Program stakehold-
ers revised the survey on several occasions by providing
information abeut needed clarification and suggestions for
additions and deletions This process ensured that the sur
vey did not contam incomprehensible educational or coun-
seling jargon, that it was easy to complete, and that it re-
sponded to demographic constraints {e.g., an extremely high
proportion of college-bound students, virtually no students
eligible *or free or reduced lunch), political 1ssues {e.g., eco-
nomuc practices that favored residents of some parts of the
community over others}, and parental concerns {e.g., that
students be adequately informed of opportunities to en-
hance the prospects for their admission to the postsecondary
option of their choice}.

The revisions addressed issues ranging from major con-
ceptual questions about the purposes of the survey to minor
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issues such as whether students would find 1t easier to indi-
cate their answers by checking off boxes or marking on a
line. These modifications alsc helped to cnsure that the
survey incorporated the terminology used by the school to
designate specific services and programs. One of the primary
assumptions gu:ding this process was that if people were
responding to an instrument that did not correspond with
the reality of the school, they would not be as motivated to
respond honestly

A fifth round of revisions produced few significant sug-
gestions for change and the instrument was deemed ready for
a trial distribution. A test sample of teachers (n = 18}, parents
(n = 12), administrators (n = 3), and students (n = 28} was
drawn from the larger population by selecting respondents
at random from within role categories and balancing repre-
sentation by sex, race, years in the scheol, and se forth. The
resulting sample completed the survey and made comments
about its content and any difficulties they experienced in
understanding and responding to the survey. The school
board also reviewed the mstrument. This test administration
resulted in a final set of revisions based on the comments
of all respondents.

Throughout the survey development process an effort
was made to address issues related to generalizability and
sampling. Sampling was not an issue with the final needs
assessment instrument because it was administered to the
entire student body {n = 1,200}, all parent households {n =
850}, counselors (n = 8}, teachers {n = 180}, and adminis-
trators {n = 4). Often when performing this type of pro-
gram evaluation, it is necessary to generalize to the larger
school based on responses from a randomized sample of
the population. In this particular instance, however, the
entire population was surveyed thereby making generali-
zation unnecessary. In addition, it can be concluded with
greater certainty that the results accurately depict the views
of the entire school community.

After administering the survey, a statistical analysis of the
results was completed and a report of significant findings
was sent to the school The analysis was written i plain
English (1.e., devoid of educational or statistical jargon; e.g.,
“nearly all students who responded to the survey know therr
counselor [99.7%] and have met with him or her individu-
ally this year [94.8%]") and put in 2 form that was intended
to be easily adapted for use by school personnel in subse-
quent planning. This goal was achieved by including 5 let-
ter that provided instructions for interpreting the data and
directions for reading the various analyses.

Program {Re-)Design Phase

A successtul program requires a well-developed plan that
integrates content, methods, resources, services, marketing,
and evaluation. The aim of the design phase is to create a
plan for the renewed program. This plan can be achieved
by assessing current program rescurces including staff com-
petencies, developing program objectives, selecting content
and methods, providing staff development, marketing the

future program, developing evaluation procedures, and cre-
ating a timetable for implementation.

At this high school, discrepancies between the current
program and the desired program were assessed by survey-
ing all program participants regarding their satisfaction
with and use of various counseling and guwidance services.
In all, nine forms were used to survey the different con-
stituencies, mcluding 2 “General Survey” {see Appendix)
completed by everyone, and separate demographic infor-
mation surveys and questionnaires specific to students,
alumni, teachers, and parents/guardians (all available from
Richard L. Hayes). The data gamed from these surveys
were used tc compare the current program to the school’s
vision for the program in the future and to prioritize program
goals and objectives. In addition, a self-audit of counselor
skills and knowledge (Sortland, Snyder, McFarland, &
Webster, 1986) helped to i1dentify current program
strengths and limitations that may be overcome through
peer supervision and in-service education

Several implications for redesigning the existing guidance
program arose after considering the data obtained from the
mterviews; the analysis of the degree of correspondence
between the school’s mussion, phifosophy, and goals with
those of the guidance program; the team effectiveness pro-
file; the school climate survey, and the needs assessment.
One central 1ssue invelved the importance of developing a
clearly articulated mission, vision, and set of related goals
for the gusdance department and the schocl. Using a team
focus that would capitalize on existing personal strengths
and transcend interpersonal difficulties was identified as an
important consideration for designing the renewed coun-
seling and gurdance pregram. School personnel were en-
couraged to develop a mission, vision, and goals for a
schoolwide guidance program that would respond to the
identified needs of program stakeholders. Such a program
should draw on the skills of the current school counselors
and be supported by the mission and vision of the schoel’s
guidance department as part of a comprehensive develop-
mental guidance and counseling program.

ther suggestions mvolved enhancing existing support
services by focusing more on programs emphasizing group
work, student advisemnent, extramural referrals, school-based
clinics, and collaboration with universities and community
mental health agencies. Experimenting with new sched-
ules, interactive video, distance education, and integrating
technology into the curriculum were also recommended
to preparc students to work in an increasingly diverse
society. Overall, school personnel were encouraged to take
a schoolwide approach to guidance while supporting coun-
selors as professionals.

Implemeniation Phase

The next phase in the process ordinarily invelves installing
and testing program components. Things to be done during
this phase of the process inciude (a) implementing a
master plan; (b} developing program component guides;
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{c) reviewing and recommending changes in existing facili-
ties; (d) updating policies and procedures; (€] streamlining
noncounseling activities; (f} retraining present staff, (g} fo-
cusing on special projects; (h} monitoring planned change;
(i} implementing the marketing plan; and {3} making pro-
gram adjustments based on evaluative feedback. In the present
case, however, the contract with the consultants was to bring
the process to the pomnt of reporting on the results of the
needs survey and making informed recommendations for
change. As Keys et al. {1998} reminded would-be consult-
ants, carrying such a process through to conclusion “can
be difficult to accomplish and maintain because conditions
necessary to effectively and collaboratively implement [the
process] may not currently exist” {p. 131}, In this case,
continued implementation was constrained by an informal
culture within the system that espoused but did not struc-
turally support collaboration a centralized organizational
structure that lacked coordinated communications across
units, 2 counseling staff that remained divided in their level
of enthusiasm for further change, and shifting school board
priorities with the election of new members.

Evaluation Phase

The purpose of this phase is to assess program effective-
ness in relation to stated program objectives. Although it s
necessarily performed after actions have been taken, suc-
cessful evaluation practices are best set in motion as an
ongoing consideration in the planning process. In the case
example, these actwvities invoived selecting and developing
evaluation instruments; scheduling data collection and col-
lecting program and student outcome data; analyzing and
reporting data; and revising the existing program based on
this data. As can be seen in the present example, preparing
the school to be in a positior to conduct ongoing evalua-
tion of stated outcomes was an implicit goal of the consuit-
ants and 1s consistent with the intention of collaborative
consultation tc empower its participants (Glickman et al.,
1992}. From the outset, ongoing evaluation meant, in part,
framing ntended outcomes in measurable terms. In addi-
zon, as has been noted, operationalizing cutcomes had to
be done within the endemic language of the school to pro-
vide ready interpretation by rultiple stakeholders.

DISCUESION

Several things were confirmed as a result of our participa-
tion in this project. {Hayes acted as consultant and Lusky
participated in the literature review, survey development,
data analysss, and reporting of results.} One lessen to be
learned and relearned is that change is a gradual process
involving a complex set of tasks. Despite the pressure from
some stakeholders to choose a standardized measure to
permit comparison with other schools, the consultants and
other more influential stakeholders were successtul in fo-
cusing efforts on tailoring the evaluation process to reflect
the uniqueness of the school, its guidance program, its coun-

seling department, and the school community. To create
such an instrument, energies were directed instead to es-
tablishing a collaborative relationship between consultants
and school personnel, assessing team effectiveness, school
climate, and readiness for change.

Establishing 2 collaborative relationship 1s an involved pro-
cess that requires time and effort. How the consultant is iden-
tified and selected and gains entry into the school will have a
major impact on establishing a collaborative relationship.
Developing a collaborative relationship can be difficult
enough without the consultant imposing a research agenda
on the school. The consultant also needs to work to achieve
an understanding of the school community by meeting with
key school personnel to discuss their vision for the school
renewal project. Developing rapport with people in the
schoo! community and trying to understand difficulties they
encounter during the process is also crucial.

This approach to program evaluation views intervention
and needs assessment as reciprocal processes. The particu-
lar case example just cited served as both an assessment
and an intervention in several ways. As indicated previously,
stakeholder participation 1n the development of the needs
assessment was seen as an intervention because it was em-
powering to program participants. Stakeholder participa-
tion alsc encouraged a sense of ownership, which increased
the likelthood of 2 scheoolwide commitment to the program
renewal efforts. Discussions with the superintendent and
school board members also served to promote a reexanm-
nation of the school’s current practices and future goals. In
addition, participation in the process enabled school per-
sonnel to learn concrete methods for developing collabora-
tive relationships with peopie inside and outside the school
for the purpose of program renewal.

Viewing program evaluation as a gradual process involv-
ing a set of phases, in which progress at one phase depends
on the success of the prior phase, has important implications
for counselors and consultants whe are considering conduct-
ing 2 needs assessment as part of a larger program evalua-
tion. Too often, program evaluation becomes focused solely
on collecting data as a means to assess client needs. Although
a survey of client needs can be helpful in providing informa-
tion about a program and recommended improvements, these
approaches do little to encourage creating an atmosphere
conducive to such change. The current approach incorpo-
rates team-building efforts to support the assumption that
even the best program will not be implemented if the
program participants are not ready for the change

In addition, it is crucial for consultants to recognize that
regardiess of their approach to the process, school officials
may discontinue the process at any time. Such a decision
may occur for several reasons, including (a) the realization
by school administrators that their personal wishes for the
program may not be supported, (b} reappropriation of
necessary funding, (¢} a change in strategic priorities, and
{d} lack of sustainable support by program stakeholders.
Approaching the process of program evaluation with mul-
tiple interventions in addition tc a survey of needs increases
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the likelihood that program participants will benefit even
if the process is not completed as originally envisioned.

Conducting a collaborative program evaluation of a
school’s guidance program is complex and sometimes
unpredictable. The process requires that the consultant and
the school be open to developing a collaborative relation-
ship and to being equal partners in the process. The school
needs to be willing to support the consultant’s work and the
consultant needs to seek mput from stakeholders and be open
to feedback from school personnel. Whatever the outcome,
the process has the potential to be a growth experience
for the school and the consultant wherein each informs the
other’s practice and ability to work in a collaborative man-
ner. Although this particular approach to conducting a needs
assessment may be more involved than most, consideration
of the alternative reminds us of the oil company adver-
tisement that intones. “You can pay me now or pay me
later” Unlike the self-serving garage mechanic in the ad who
claims it does not matter to him, we would prefer to get
the process right from the outset. Helping schoo! person-
nel to develop a model for continuing program evaluation
that rests on a mutual and collaborative relationship seems a
better long-term investment in the health of the school than
assessing existing needs using standardized measures that have
little relevance for continuing program development.
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APPENDIX

Example of Surveys Developed

GENERAL SURVEY

Listed below are counseling and guidance services that are often provided by guidance programs like the one at [Name of]
High School. Please rate each of these services in two ways: On the LEFT side, indicate how important it is to you that each
service be provided at [Name of] High School. On the RIGHT side, indicate how well each service was provided for you.
For each service place only one check mark to the left and only one to the right.

i. Provides timely information about the following:
HOW IMPORTANT ]

very

somewaat

importent mmportant

OOoOooonnornoo

min{ninininin

£
[
£
C

un-

mmportant
3
o 2
)
0 4
[
g 6
g 7.
2 8
2o
£ 10
o 1L
i
] 13

School orientation for new students
Awvazilable guidance resource materials
Counseling and guidance services available in the school 1

Course content and selections
Graduation requirements
College admissions process
Financial zid for college

Standardized test cates and registration procedures
How to prepare for standardized tests
How to interpret standardized tests

Visits by college counselors

Career options and job opportunities
Referral to other services available 1n the community

1L Provides the following guidance services to students:

HOW IMPORTANT

very

somewhat

un-

important important mportant

COaonnnnnon

Caoanoonnon

mjuiuinininininininin

il

=]
OO W NI U B W N

Group guidance

Academic planning

College planning

Career planning

Study skills instruction

Decision making skills training
Stress management skills training
Communication skills instruction
Conflict reselution training

Peer helpers program
Psychological test interpretation

HOW WELL PROVIDED

(E = Excellent, § = Satisfactory and P = Poosz}
E S P

O
o
o
(2 O
0 o
3 0l
[
3 O
1
0 O O
O o O
0O 80 .
b O -

HOW WELL PROVIDED

Didn’t
Use

mininininininjnininininin)

{E = Excellent, § = Sansraxt?ry and P = Paolg]
) S

mininininininisininin
mimininininininininin
miniuininininjnininin]

Didn’t
Use

O

mimininininiNininis

IEl. Provides general counseling interventions including the following:

HOW IMPORTANT

very

somewhat

un-

mpurtant eeportant  :mportant

G0

36

Niwinininin

Hinin{ninin

DB WN

Individual counseling
Group counseling
Career counseling
Family counseling
Rehabilitation counseling
Crisis counseling

HOW WELL PROVIDED

(_E = Excellent, § = Satisfactory and P = Poor)
P

Qoooon ©
aoooon -

[}
(|
1
]
[
t

Didn’t
Use

e
£l
£l
3
0
&1
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IV. Provides specific counseling interventions regarding:

HOW IMPORTANT
very  somewhat un-
mperiant mportant important

-
[
£

18

Eininininininininininieisin
mini{nininininininininininin
minininininininininin

14

V. Consults with each of the following about student progress:

{IOW IMPORTANT

very somevwhat un-
mportant important important

PO\JCT)UIJ%UJF\?%

11.
12,
I3.

[ [ [
[ 3 0 2
[ 3 0o s
1 iz o 4
O O o s
D I o s
] 3 LI
] [ 8.
» [ o
] 3 0O 10

Academic problems
Attendance problems
Interpersonal relationships
Behavior problems

Eating disorders
Pregnancy

Substance abuse

Child abuse {physical, sexual, emotional)

Grief and loss
Physical illness
Anxiety and stress
Anger management
Sexual harassment
Depression

Teachers

Parents/Legal guardians
School administrators
Community agendies
College representatives
Coaches and/or sponsors

Private mental health providers

Famuly physicians
Clergy
Officers of the court

HOW WELE PROVIDED

{E = Fxvellent, S = »atisfactors and P = Poor)

E S P
0 o0
0 o
0 0
2 3
2 03
1 O o3
0 0
O O &
0 o
[ N
0 & O
B0 O
0 0 0

(F = Excellent, § = SatisTactory and P = Poor)

E S I
3
I
0 O
3 O
1 3
M
O o
0 2

O O ¢

0O 0O O

Dhdn t

Lose

OOooOonnnonnno

. HOW WELL PROVIDED

Didn’t
Use

COoOononnon

WE Other services not listed: In the space provided on the back of this page, please describe any other services that were not

identified here that you would like to see provided by the Guidance Department of [ Name of] High School.

VIL Services sought elsewhere:

Whach, if any, of the following services have you sought from scurces outside the school while you or a member of your
family were enrolled as a student at [Name of] High School and why?

On the LEFT side, indicate if you did or did not seek this service elsewhere, even if you received these same services from

the school.

On the RIGHT side, please check as many items as apply to the reasons for which you sought these services using the

following key:

Referred = Referred by counselor
Unavailable = Service unavailable from school

Privacy = Sought service elsewhere 1o maintan privacy

Work = Sought service elsewhere to accommodate work schedule
GQuality = Sought service clsewhere to improve quality of services
Other = Service sought for reasons not wdentified
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SERVICE SOUGHT ELSEWHERE REASON
Ind Dad Not Unava:l-
Referre¢ able  Privacy Work Quabity  Other

i £1 1. College admissions mformation [ 0 S I B 0o o
- 1 2. Financial aid information for college [ L1 3 [ 0o o3
[ 1 3 Psychological testing [ ] O o (W 03
1 i1 4 Information/Coaching on standardized tests £ 1 3 [ 0O
1 5. Career planning I R O 0o 0
1 [ 6. Rehabilitation services related to disability [ O & O O [
7. Professional counseling for:
u 0 a. academic problems o O O 0O o 0O
i £l b, interpersonal relationships g O O O o o
1 [ ¢ behavior problems 1 S 0 R 1 R A
1 0 d. eating disorders g O OO 0 O
i3 [ e. pregnancy [ A B S A N
(] [ f. substance abuse 2 0 1 [ a4 3
| (] g. physical, emotional, sexual abuse 2 O 0O 0 0
3 £ h. grief and loss e i J 1 g £
i} £l i. chronic physical illness I R A N O N
ol (W] j anger management O o o &2 O @O
i (| k sexual harassment o o O & o O
| O l. anxiety and stress management I 1 3 N
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