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16 / Programme Evaluation and Quality

Formal evaluation

Evaluation then is an activity with which everyone is familiar. The question
is, how you can best use evaluation with open and distance learning
provision. At the informal level, individual members of any institution will
be actively engaged in making their own personal evaluations of activities
which come within their own areas of responsibility. The problem will be
that, as with all other spheres of life, individuals’ perceptions will be
coloured and distorted by the particular lenses through which they see the
world. We can only make an evaluation on the basis of the information to
which we have access. The conclusions that we reach will be limited by the
quality of that information — its comprehensiveness, relevance, up-to-
dateness, accuracy.

: A more structured approach

One way of looking at the process of evaluation is to view it as a series of
different stages. The stages which comprise this cycle are shown in Figure
1.1. It should be emphasized that reality is usually much more untidy and
idiosyncratic. Some stages may be omitted, and the sequencing may not
always operate as shown. The old joke about deciding what the conclusions
! will be before carrying out the evaluation does, as is often the case, carry a
’ grain of truth. For example political pressures may result in stage 7 actions
" being agreed on political grounds before the evaluation findings in stage 6
are available (a frequent habit with government departments).

Evaluation stages

Identify an area of concern

Decide whether to proceed

Investigate identified issues

Analyse findings

Interpret findings

Disseminate findings and recommendations

Review the response to the findings and recommendations and
agree any corrective actions

8 Implement agreed actions

NN LN

Figure 1.1 The basic stages of evaluation
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18 / Programme Evaluation and Quality

Interpret findings The learning organizatic
The more sophisticated and complex the study, the more important is the

interpretation phase. The same set of analyses may well be interpreted in E:il;;i:
very different ways depending on the particular perspective of the correch
interpreter. A high difficulty rating for a course module may be interpreted forward
as evidence that the teaching approach needs further investigation and e
possibly some revision, or it may be taken as evidence that the students are :;iurfe‘f
insufficiently prepared for the course. modific
Disseminate findings and recommendations le:n(f t;
The dissemination phase can be key in determining whether or not the sharply
evaluation findings are used. The timing of the dissemination, the target this ph
group for the findings, and the perceived relevance of the findings to with the
,Y people’s concerns will all need to be taken into account. For example, the that is 1
3 importance of variations in student retention rates may be different for those attempt
: responsible for ensuring the viability of future courses than for out som
’ administrators responsible for ensuring adequate provision of exam level in

rooms. The same set of information can carry very different messages to assi
different groups. Increased student retention rates may be good news to stangdarc
some staff in an organization, and a mixed blessing to others.

all aspec
j Review findings, agree and implement corrective actions problen
These final two stages do need to be seen as part of the evaluation process.
} Evaluation is not an abstract research exercise but an essential tool of good
management. In general the methodologies for the design and implementa-~ Programme evaluation
; tion of evaluation studies are well developed, but the methodologies for Prograr
‘ enhancing the likelihood of organizational use of evaluation findings is still underds
' developing. Hence the importance of recognizing that these two stages &
must be included in the cycle. ocuses
manage
] training
; . and acc
The purpose of evaluation I ba
groupin
The aim of evaluation in the case of any organization must be to support somie so
that organization in achieving its goals. In other words, to enable it to students
become a more effective organization within whatever constraints it has to in an are
operate. In educational organizations, the need for formal evaluation particul
activities is usually clearly recognized. In their 1977 review of major With
evaluation studies, Guttentag and Saar drew attention to the fact that number
‘education is one of the most highly researched evaluation fields’ (Guttentag contrib

and Saar 1977). tion at
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20 / Programme Evaluation and Quality

points are — how are we to identify the purposes of evaluation in such a way occasio

as to achieve the best match with the goals of the institution? betwee:

usage o

Diverse institutional goals by fal_lu
In this

The overarching aims of a provider of education will be related to the
provision of learning opportunities and to such associated activities as the

. . . . . Diverse interest groups
accreditation of learning. But such global aims can also contain a diverse group

range of subsidiary goals. In an earlier work I discussed the different types of The pa
| goals that learning providers can hold (Calder 1993). Four distinct import:
groupings can be identified: Kogan
' . of the ¢
; ® society/economy centred
e institution centred The
: ® subject centred inter
% e learner centred. qual
The society/economy centred goals refers to the skill centred education and worl
, training which both public and commercial providers are increasingly whe
encouraged to offer. Institutional goals can include institutional survival; worl
; high status among clients, other providers or funders; or public recognition. What K
‘ Providers may also hold ‘subject centred’ goals, by which I mean claims to straight
! scholarship and the desire to provide courses of a high academic quality. the part
The learner centred goals emphasize the personal development aspect of evaluati
learning and the need for learners to achieve not only subject knowledge focus tl
and skills but also more sophisticated learning strategies and such intangible Ever
outcomes as self confidence, recognition of self worth, and a commitment internal
| to the community. ' exampl
You may have noted the absence of student performance from the list. In;, is being
the UK, the assessment of student performance is referred to by the term | develog
‘assessment’. The term ‘evaluation’ refers primarily to the evaluation of the | collect
‘ teaching and organization activities which support student learning a.ndl importa
; includes the assessment of student performance as just one aspect or and dis
function. However in his book on the assessment of students, Rowntree needs ¢
highlights the fact that assessment and evaluation are often treated as ‘virtual student
synonyms’. As he points out, there are many countries, including the USA, used by
where the term ‘evaluation’ is used to describe both the assessment of need to
individual student performance in terms of what they have learnt or
accomplished and the evaluation of the teaching and other organizational
activities which support student learning (Rowntree 1977). In fact some™. Approaches to evalu
L institutions use the term ‘evaluation’ solely to describe the assessment of ¢
student performance. " We hav

i Needless to say, such differences in the the way the term is used can on across |
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22 / Programme Evaluation and Quality

multiplicity of approaches on which it can draw matches the multiplicity of
activities with which it can help. One way of looking at these different
approaches is to consider the fundamental purpose of the evaluation.

Summative and formative evaluation

Summative evaluation

Where the intention is to form a judgement or conclusion about either the
absolute or the relative merits of whatever is the focus of the evaluation, this
would be seen as summative evaluation. Scriven (1967), who first advanced
, the distinction between formative and summative evaluation related it to
the effectiveness of the instruction or teaching. It could equally well be used
in relation to judging whether a teaching component or some aspect of the
;- student support system has worked as intended. A public examination is
another example of a summative evaluation of the candidates’ knowledge.
Summative evaluations are generally used in order to compare the success of
different approaches in achieving a particular goal, or meeting a particular
need. Consider the following comment by Nigel Paine (1990) who
reviewed the final report of the Open Tech Programme development
review:

I wanted to know the answers to some very basic questions:

how much did it cost?

what did it achieve?

what lessons were learnt for the future?

is this kind of development programme a model for us?

The approach being taken here was very much a summative one. In fact, as
Paine pointed out, the development review had been carried out with a
distinctly formative focus. This meant that although much of the
i information needed for a summative evaluation was available, it was used,
interpreted and presented with a development focus.

Formative evaluation

Evaluation is formative when it is used with the intention of developing or
improving the functioning of an activity or the effectiveness of a
component. Testing of instructional materials during their development
in order to identify areas where improvements might be made; trials of
systems in order to iron out the wrinkles before adopting them fully;
reviews of monitoring data carried out in order to identify areas of weakness
_ and establish priorities for improvement would all be classified as formative
: evaluation.
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in education and media research. However this approach does have Mlumir
limitations because of the problems of trying to control all the variables Concer
except for the experimental one. It is also open to criticism about the importa
appropriateness of the ‘lab-based’ approach for investigating the effective- actually
ness of instructional materials used by different kinds of people in different methpd
ways and in different settings. However, variations of it are still used for the Hamiltc
formative development of instructional materials. Barbara Flagg (1990) pretest-|
describes a typical pretest-posttest investigation which was designed to look such
objectively and in detail at what pupils had learnt as a result of the use of areas
videotapes and print materials: decis
An example of the one-group pretest-posttest design is the formative Mlum
evaluation of Systems Impact’s prototype videodisc lessons on “anth
' fractions. . . Teachers presented a series of daily lessons on fractions ‘educ
; using videotapes and print materials to mimic the instructional design progr
] of the Level 1 videodisc. achie
’! Criterion-referenced tests! integrated into every fifth lesson and isolat
" comprehensive pre- and posttests established the degree of mastery of They ex
the fraction concepts. These tests gave evidence as to what
programme content was or was not being successfully communicated. %lr)xslie]
a
) Figure 1.3 illustrates this approach. As you can see, the learning experience, and 1
together with any other events or processes which might take place between probl
‘, the pretest and the posttest are not taken account of. In effect, the
: mteraction of the students with the programme is treated as if it were a What P
: black box. p}ll'oc'css :
: the imp
! i —> . — i illustrate
i Clear
: Pretest Programme Posttest the prog
i Figure 1.3 The pretest-posttest approach periods.
: to the °
‘ This approach does have a number of methodological drawbacks. Flagg nated.
describes problems such as the drop-out from the test group, possible effects measure
of external events, such as TV maths programmes at home, or extra help evaluato
’ from parents, and the effect on the group of constant testing. As Flagg decision
P points out ‘“The pretest-posttest objectives-based study has limitations, . . . educatio
in its utility for formative evaluation because it provides little insight as to
why the programme might be working or might not be working.’ The CI
For the ¢
1 Criterion-referenced measures assess a student’s achievemnent of subject matter or a student’s is operat
i behaviours in relation to a criterion standard of performance, not in relation to the Hermes
| performance of other students on the same test.
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The learming context

programme

rationale X, achievements ¥
programme  »,  The programme difficulties »
evolution

Figure

; g;zgztion c & transformations 3,
| The ac
i exampls
3 approac
as a cot
; Figure 1.4 Illuminative evaluation Other
i ) i . We has
particular attention to this aspect. As the evaluators explained: there a
The importance of context in educational satellite projects is such that dcpendﬁ
all evaluations must be partly illuminative, even if they rely heavily on evaluati
: survey methods. The study of context involves looking at the costs of develop
the project and the manner in which it was managed. Although such commu
: issues are fraught with controversy, knowledge of them is essential to importa
i a fair assessment of an experiment. (Richmond and Daniel 1979) new wi
articip.
: The evaluation framework which was chosen for this massive project was fcsearci
the CIPP approach put .togcther by Smﬂlebeam ‘ and his 'co]leagues develop
(Stufflebeam et al 1971). Richmond and Daniel explain how this acronym exampl

\ describes the four evaluation stages which can encompass the main aspects

of the presentation of a course, programme of studies or major project.
. o Utilization of evaluation
Context evaluation:  Descriptive data about the programme

objectives, intended outcomes, The fin

criterion measures. instituti

. which ;

Input evaluation: The selected programme strategy. present

, Process evaluation: ~ The implementation of the programme utilizati
A procedures and strategies. instituti
’ The
: Product evaluation:  The success of the programme. are use

) (The same as summative evaluation.)
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No utilization

changes.

— —
innumerable organizations who have participated in evaluations of various The
kinds. A report from the Centre for Higher Education Policy Studies recomn
(CHEPS) in the Netherlands made the distinction between three types of decisior
results arising out of the evaluation activities associated with their quality the spo
assessment system: no utilization, passive utilization and active utilization finding;
(Westerheijden, Weusthof and Fredericks 1992).

‘No utilization’ describes the situation where the organization takes no Conclusion
account whatever of the evaluation findings. This situation is, unfortu-
nately, not unusual. Many readers will, I am sure, have shared my These d
experience of having seen decisions taken just before the completion of a collecti
major, carefully designed and carried out evaluation study! In such to colle
situations, the evaluation report may not even be formally considered instituti
within the organization, but merely be put on a shelf, or lodged in a library. not to ¢
this infc
Passive utilization it may
‘Passive utilization’ describes the situation where the evaluation findings are arrange;
formally received and discussed within the institution, without any actions data ma
being taken to change anything directly as a result of the evaluation study. plannin
The report may be formally disseminated, may be discussed in committee, needs, «
and may even be the basis for recommendations for a variety of future targets |
We
Active utilization cfcpvil:cl;
Only activity which takes place as a direct result of evaluation findings can the acci
be classified as ‘active utilization’. Thus if a course evaluation suggests that a about e
particular part of the course is presenting students with difficulties, and as a predom
result, that course is modified, then this would be seen as ‘active utilization’. exampl
As Westerheijden et al suggest, this classification refers to the short-term experie
use of evaluation. Very often the relevance and the implications of concerr
evaluation findings are not taken up institutionally for some time, but Muc
nevertheless, the information and insights from the evaluation may affect
c e . . Wwas Cot1
thinking within the organization to a considerable degree. You may be able projects
to think of some instances where you have had this experience yourself. with th
While the worst instances of the lack of utilization of evaluation findings controll
are often found in studies which are carried out by individuals or groups controll
external to the institution this need not always be the case. Utilization can has led
fail to take place regardless of whether the sponsoring group for an respons
evaluation activity is internal or external to the organization; the evaluation levels ;
activities are carried out by individuals or groups who are internal or otganiz:

external to the organization.

at all le
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In educational research, the implications of the context in which learning
takes place for the way we look at the way students learn have long been
recognized. With organizations, the model still holds. No provider operates
in a vacuum. Just as we need to look at learners’ personalities and the wider
environment in which they live and work in order to understand their study C h a
behaviour, so we need to be aware of the ethos of individual organizations,
and the external environment within which they must operate in order to
appreciate their organizational behaviour. In the next chapter, we shall be
looking at the wider environment in which providers of open and distance Th
learning have to operate and at some of the implications of current trends
f for programme evaluation.
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