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Introduction

This guide is intended for: 

Anyone about to undertake an evaluation within the Police Service in England or Wales.
Associated Documents:

a) Sponsor’s Guide MfL Sponsors guide v 1.doc
b) Models for Learning Glossary MfL glossary v 1.doc
The associated documents above should be used in conjunction with this guide.  Their specific roles are:

a)
Sponsor’s Guide:

Any evaluation must have a Sponsor to ensure proper deployment of evaluation resources and to implement any resulting management action.  The Sponsor’s Guide  enables Sponsors to be more informed about the requirements for any research project, including evaluation.

b) Models for Learning Glossary:
The Glossary is hyperlinked into the text of all the Guides to enable quick cross referencing so that terms are defined and understood in the context of the Guide.

This guidance:

· Is grounded in current practice in police forces in England and Wales.  It seeks to enable development of current capability into the best of noteworthy practice in forces and elsewhere.

· Mirrors guidance given by authoritative sources such as the Home Office, Her Majesty’s Inspector of Constabularies (HMIC), Skills for Justice and adult learning bodies such as the Inspectorate for Adult Learning (ALI).

· Is consistent with the Programme Evaluation Standards published by the Western Michigan University that are endorsed by HO Circular 7/2005 as the standards for the evaluation of police learning.

· Is benchmarked against a range of international research that supports performance improvement.  The benchmarks include Western Michigan University, The World Bank, the WK Kelloggs Foundation, the Industrial Society (now the Work Foundation), The Learning and Development Skills Agency and the American Evaluation Association.  At least two of these bodies are associated with the UK Evaluation Society.

· Enables forces to involve their local communities in evaluating police training as recommended by the APA document ‘Involving communities in police learning and development’ http://www.apa.police.uk/APA/Publications/Involving+Communities.htm
· Enables forces to meet the requirements of Quality Assurance Frameworks (e.g. The NPIA Model Approach to Managing Quality in Police Learning and Development, Skillsmark, Investors in People, EFQM) by providing procedures that guide force practices and will over time provide an audit trail.

· Helps to ensure that the training will meet the needs of the Service, the learners and, most importantly, the community served by the police service.

· Provides further reading and links to useful websites that empowers evaluation practitioners to develop their practice still further.

What is Evaluation?
Evaluation is defined by HMIC as :

The process of assessing the total value of a learning event.  Evaluation measures the overall cost-benefit of a learning event and determines whether learning objectives have been met.  

HMIC: Managing Learning

There are other definitions that will also be relevant in some cases:

evaluation of student performance:

Systematic investigation of the worth or merit of a student's performance in relation to a set of learner expectations or standards of performance. 
Joint Committee on Standards for Educational Evaluation. (2003). The Student Evaluation Standards, Thousand Oaks, CA: Corwin Press. 

evaluation of a learning programme:

Systematic investigation of the worth or merit of an object; e.g., a program (sic), project, or instructional material. 
Joint Committee on Standards for Educational Evaluation. (1994). The Program Evaluation Standards, 2nd ed. Thousand Oaks, CA: Sage.  

evaluation of wider aspects of performance:

the systematic process of determining the merit, value, and worth of someone (the evaluee, such as a teacher, student, or employee) or something (the evaluand, such as a product, program (sic), policy, procedure, or process) 

Patricia Wheeler, Geneva D. Haertel, and Michael Scriven. (1992). Teacher Evaluation Glossary, Kalamazoo, MI: CREATE Project, The Evaluation Center, Western Michigan University 

Evaluation of learning or of policy impact?

The history of evaluation has shown significant change since Donald Kirkpatrick proposed the four levels of evaluation in 1959.  Most writers have developed his model and some have sought to provide alternative ones.  However the key change is the move towards a business related model.  Evaluation is increasingly being used to demonstrate how policy decisions (rather than just the learning and development aspects) impact on stakeholder groups.  Methods such as return on investment (ROI) or cost benefit analysis (CBA) have become part of the evaluator’s toolkit.  See A Brief History of Evaluation MfL history of evaluation.pdf.   
This Guide is designed to help evaluate policy impact as well as learning and development.  It is also consistent with the Best Value HMIC Review recommendations.  It is part of a consistent and coherent approach supported by the Home Office, ACPO and APA.  Models for Learning provide a set of standardised operating procedures for forces.  They can be used to underpin any systematic quality assurance approach from IiP to EFQM.  

For evaluators there are two major changes from previous common practice.

a) The performance standards for individuals, teams and the whole force are defined at the start, with the evaluator.
b) Evaluation is included at the start of any process of change, whether or not that requires a learning intervention.

Maximum benefits can be achieved when this more robust approach is taken, including:

· Measurable objectives are set at the start.

· The evaluation specialist advises on evaluation data collection, analysis and interpretation as the project unfolds.  

· Data collection is planned at the start.

· Everyone involved in the project (e.g. trainers, tutors, supervisors) knows what data to collect, why it will be collected and how it will be used. 

· Existing data can be incorporated to enrich the findings.

· Data analysis is an ongoing process during the project.

· Early indications of difficulties can be identified and resolved to prevent costly errors.

The principles in this Guide should become part of every force’s evaluation strategy.  A Force evaluation strategy must also:

· Be consistent with the National Evaluation Strategy 

· Be consistent with the Home Office Circular on evaluation (Home Office Circular 7/2005 ‘Evaluation of Police Training and Learning – Impact on Operational Performance and Return on Investment’ - this replaces HOC 105/1991)

· Explain how evaluation measures the effectiveness of requirements for race and diversity, such as the statutory duty to actively promote equality of opportunity and good race relations, and the National Learning Requirement for Race and Diversity.  

· Show what community engagement, involvement and consultation has taken place during the planning, design, delivery and evaluation stages.

There are six stages to an evaluation project:  
1 Set Performance  Criteria

2 Develop Evaluation Methodology
3 Plan the Evaluation

4 Conduct the Evaluation

5 Compile, Analyse and Interpret Data

6 Present the Evaluation Report

These are summarised below with a fuller explanation of each stage following.

	Summary of Evaluation Stages



	Evaluation Stages
	Checkpoints


	Stage 1: 

Set Performance Criteria

Output: 

Performance Needs Analysis (PNA)

Possibly Learning Needs Analysis (LNA)



	Use the Guide to Performance Needs Analysis and associated templates to clarify the steps for this stage.

Gather data about the required performance standards for:

· The force (PPAF, NPP, LPP, Strategic Assessment)

· Teams (Doctrine, Role Profiles, NOS)

· Individuals (Role Profiles, NOS)

Gather data about the current performance.

Identify the performance gap, and identify options to close it.  Use the Options Appraisal to summarise from the PNA how the performance gap may be closed, giving costs, benefits and risks of each option.

From the option chosen, draw up a timeline of benefits and when these will accrue.  Identify what data will signal whether or not these benefits are on target.  Build in regular reviews to check these benefits are coming through at the expected time.  If they are not, corrective action can be taken.

Provide the Sponsor with the PNA and the Options Appraisal.  

Where learning and development are part of the solution, a Learning Needs Analysis is required.  See Guide to Learning Needs Analysis for details of this stage.  



	Stage 2: 
Develop Evaluation Methodology

Output:

Agreed evaluation methodology

	Confirm evaluation objectives, identify stakeholders and establish scope of the evaluation.

Document the resulting statements of purpose for the evaluation (evaluation goals) using PNA/LNA project documentation where relevant

Review existing evaluation information, tools and methodologies in use.
Select a general methodological approach and identify possible sources of evidence
Specify expected timings for data collection

Communicate evaluation method with stakeholders and gain commitment to the process

	Stage 3: 
Plan the Evaluation
Output:

Costed Evaluation Plan 

	Confirm evaluation outputs/outcomes

Confirm stakeholder expectations

If evaluating the learning aspects of a project, identify which phase of the programme lifecycle you are evaluating:

· Content and design of pilot 

· Design and delivery quality

· Transfer of learning to workplace

· Training outcomes and impact

Design evaluation

· Identify references to appropriate QA frameworks 

· Identify administrative and support requirements

· Identify approximate timings for evaluation activities to match purposes

Prepare costed evaluation plan MfL evaluation budgets.pdf  

Gain buy-in for the evaluation process from stakeholders including local community consultation.



	Stage 4: 
Collect and record data 

Output:

Evidence Database
	Use Evaluation Plan to guide this stage

Select survey sample, assemble evaluation team

Collect and record data as agreed

· NCALT MLE

· Other online systems

· Other manually reported data

· Other raw data

Review data: identify any gaps to be filled; fill them.



	Stage 5: 
Analyse and interpret data
Output:

Raw report with emerging issues 

	Analyse data using agreed tools and methodology.  

Check for patterns, triangulation, trends and conflicting data.
Interpret data with stakeholder groups.  Use focus group or similar to resolve or understand conflicting data.

Report emerging findings to Sponsor and check format of report(s)/presentation required.



	Stage 6: 
Present Evaluation Report
Outcome:

Presentation to Sponsor and/or stakeholder group(s)
	Formulate and deliver interim or final report

· Key analysis results and performance against expectations

· Trends

· Recommendations for action

Provide information to interested audiences. 

Follow up




Stage 1 – Set Performance Criteria
Activity: Identify the evaluation criteria before the project starts.  
Output: Performance Needs Analysis (and Learning Needs Analysis if required MfL LNA Guide v 1a.doc). 
The first step in the evaluation process is the development of the Performance Needs Analysis and it is vital that evaluator input takes place at this stage.  The evaluation begins by defining measures of required performance, with the evaluator working as part of a change programme team.  The Guide to Performance Needs Analysis and its associated Options Appraisal Template is part of Models for Learning.  What follows is a summary of (but not replacement for) the Guide to PNA for the sake of completeness in this phase of the project.

Performance criteria should be defined for:

· The whole force or BCU (e.g. PPAF, N/LPPs) 

· Teams such as an investigation team (Doctrine, HMIC/IPCC recommendations, legislation or procedural changes)

· Individuals (NOS) 

In line with good practice, criteria should be set within a timescale, with owners for actions and regular progress reviews.  

Review current performance and practice so that the performance gap and solutions to close it can be identified.

At the start of the change project, evaluators should devise plans for collecting, analysing and interpreting data as the project rolls out.  Identify the data that signals that the project is producing the desired effect.  Document how, when and by whom this data will be collected, analysed and interpreted.  

The anticipated benefits will be accrued at different times, and a timeline showing which benefit will be accrued at what stage generates a quick visual reference for stakeholders.  This is not an exact science.   This timeline offers an ‘early warning’ if the anticipated benefits are not showing at the anticipated time.  Where this occurs, ways to resolve the issues can be explored, rather than wait until the end of an expensive project.  Stakeholders should be encouraged to raise concerns about whether the project is on track and to take corrective action where possible.  

With this initial key stage in place, the rest of the evaluation sequence focuses on planning, data collection, analysis, interpretation and presentation in a more holistic way to meet Sponsor requirements.  

All the change programme team – trainers, tutors, supervisors - are then aware of what data is being collected and how it will contribute to either proving and/or improving the value of the learning and development within the change programme.  They also have the benefits timeline to keep track of expected benefits.  This will strengthen their commitment to data collection.  

Stage 2 - Develop Evaluation Methodology
Activity:  Use the Evaluation Plan to develop tools and methodology for the evaluation.

Output:  Methodology agreed with Sponsor and stakeholder commitment gained.   

The researcher is responsible for selecting the most appropriate data-gathering methods for the particular circumstances they are presented with.  Annex 1 has a checklist for methodologies and sources of evidence that will be useful to evaluators.  There are however some basic tasks that need to be undertaken prior to this.  

Confirm evaluation objectives
The key thing is to identify the objectives of the evaluation.  The original specification of what the change programme was designed to achieve comes from the Performance Needs Analysis, the Options Appraisal and the Sponsor’s selection of the preferred approach to the change programme.    

However, there may have been changes as the programme unfolded and there should be documented authority for these.    Any other areas that the Sponsor requires to be investigated may be explored with the questions in Annex 1.  This focuses the purpose and level of the evaluation work to be undertaken.
Identify stakeholders
A stakeholder is “Anyone with a vested interest in the inputs, outputs or outcomes of a learning and development programme”.  The wider the consultation, the more robust the evaluation can be.  Selection of the target groups to provide data is a key part of the evaluator’s role.  Stakeholders are not the Sponsor for the evaluation.  They provide information, not decisions, for the evaluator.  A whole committee should not act as sponsor although work may be undertaken on its behalf. 

Groups of people usually consulted in evaluations include learners, trainers, designers, workplace supervisors, tutors/ mentors, Force Training Managers and the ACPO portfolio holder for the particular programme. 

The widest range of consultation will also include BCU commanders, supervisors, victims of crime/support groups, and the wider community served by the police force.  
There are three main reasons for involving stakeholders in evaluation activity.

1. Involvement will usually promote ownership of the issues arising – and commitment to solutions. 

2. A wider range of issues may emerge.

3. Stakeholders are a good source of qualitative and comparative data, helping the evaluator to determine the relative weight or significance of findings as part of triangulation.

Consultation needs careful planning and balancing out the increased validity and reliability of the findings with resourcing constraints.  However, the recommendation is to give consultation, both with stakeholders and with the wider community, a very high priority.  

The use of methodologies such as focus groups helps to get a wide response in a short timescale, although help with recording responses will be needed.  An excellent guide for managing the practical aspects of community consultation can be found at fife.gov.uk – search in the A-Z for “Community Consultation: The Guide”.  The Diary for organising the community consultation within a single organisation is a useful idea.

Establish scope MfL glossary v 1.doc of the evaluation

Establishing the scope of the evaluation clarifies the areas that will not be covered by the research as well as those that will. There may be times when the scope needs to be re-negotiated with the Sponsor if the outcomes cannot be achieved within the timescale or resourcing constraints. 

Identification of relevant success criteria for the evaluation is useful at this stage.  For example, “What evidence will tell us whether the evaluation is providing what is wanted?” generates useful discussion.  This data acts as a baseline from which success of the evaluation can later be judged.  The evaluation process and emerging outcome should be reviewed as it unfolds to ensure it stays consistent with its aims and objectives.  

Review existing evaluation information, tools and methodologies in use

· Identify source of and access to existing information

· Identify common tools and methodologies used 

· Decide how useful these will be to achieve the objectives of this evaluation

· Identify other tools and methodologies that may be more consistent with these objectives

· Research advantages and disadvantages of these 

Select a general methodological approach and identify possible sources of evidence

· The specific areas for evaluation research determine the evidence that will be available or that can be collected.

· Consider how the available evidence can be collected and triangulated with other evidence.

· Ensure that each piece of evidence is relevant and useful for the purpose/outcome of the research.

· Identify and verify people, documents and other sources of information that will provide the evidence needed.  
· Check that you are entitled to have access to all useful sources.  Clarify any barriers to access and explore ways of overcoming them.
· Ensure consultation with stakeholders and the community is addressed in the Evaluation Methodology.  Community involvement will give more robust evaluation findings.
· Prioritise the evidence outcomes according to the evaluation objectives: What evidence must be researched; what should be researched and what could be researched.  Time priorities will match these priorities so that the major focus will be allocated the longest time.  
· Draw up an Evaluation Methodology plan for the research, identifying how the outputs of each evaluation tool contribute to the evaluation objectives and the overall evaluation outcome.

· Check any software or other support needed for data collation and analysis.  Identify any need for training or additional resources.  If additional staffing support is needed, this should go into the Evaluation Methodology report as a request.  A clear statement of the costs, benefits and risks should be provided to support the request.  Draw this to the Sponsor’s attention.
There are three main areas of research that will enable data to be collected for the evaluation report.  

· Historical research to provide the context of the evaluation using interviews and documentary analysis.  This should be a small section and only take a short time once the Sponsor interview is completed.

· Fieldwork research into issues of interest using questionnaires, observations and interviews will form the bulk of the evaluation work and needs to be carefully planned in, so that it can work around the diaries of busy people.  Fall-back plans in case people are unable to keep the appointment will be invaluable.  Consider telephone interviews and e-mail questionnaires, although face-to-face is likely to get a better response rate.  Balance the need for a response from a valid sample with time and other resource constraints.

· As new issues are raised, desk based research helps to fill gaps in understanding.  Record all documents and texts used (with authors and dates) so they can be cross-referenced in the report.  Comparison of practice with national, regional or force-wide data, such as HMIC or IPCC reports, doctrine, role profiles, victims of crime surveys and liaison with support and community groups will add rigour to the evaluation report.

Specify expected timings for data collection
· Identify blocks of time for fieldwork (interviews, questionnaires, etc) and for desk-based work.  Factor in time for piloting surveys, analysing results and liaising with the Sponsor to ensure a ‘no surprises’ result.  Leave ample time to interpret the results with support from Sponsor, stakeholders and other consultees.
Quality Assurance Milestone

At this point, information gathered should be reviewed to help refine the project before it is discussed with the Sponsor. Gain commitment to the methodology and any changes to the evaluation plan from stakeholders, particularly where this involves community engagement.  The next phase of the project may then be discussed and any further actions agreed.

Stage 3 – Plan the Evaluation

Activity: Evaluator discusses with the Sponsor and stakeholders what outputs/outcomes are required, when they are required and what resources are available.

Output: A costed Evaluation Plan. 
Confirm evaluation outputs/outcomes
An evaluation may be sponsored for a number of reasons, for example, to check:  

· the content and initial design up to pilot stage

· the design and quality of delivery following the pilot stage

· for changes in learners and their behaviour in the workplace (transfer of learning)

· for impact and outcomes on the organisation (e.g. in performance. added value, cost effectiveness, return on investment or benefits realisation)
Although objectives have been identified at Stage 2, identifying the outputs and/or outcomes of the evaluation will enable both Sponsor and evaluator to make best use of scarce resources by ensuring only relevant and useful data is collected.

Identify stakeholder expectations
Stakeholders may also have expectations about any evaluation that is carried out.  Where an evaluation report is to be presented to a stakeholder audience (or several groups of stakeholders) their expectations need to be clarified.  

The evaluation process considers all affected personnel in the increasingly diverse wider policing family, the community including victims of crime and this will enable some triangulation of findings.   The principles underpinning community consultation
 include:

	Evaluation

	34. Community involvement in the evaluation of training should be built in to learning and development programme from the outset.

	35. The community should be involved in setting the indicators for evaluating training.

	36. Police authorities and forces should consider the scope to co-ordinate Level 4 evaluations of training with user satisfaction surveys being carried out under the Policing Performance Assessment Framework (PPAF).

	37. Evaluation reports should be actively discussed with community consultees and contributors as well as being made more widely available.


Identify the phase of the programme lifecycle (where appropriate)
A proposed list of issues and questions for evaluators to raise with the Sponsor is given in Annex 1.  In devising these, the basic Kirkpatrick model has been extended, since this is a standard that most practitioners are familiar with.  The extension is based on practitioner feedback and benchmarking to make it more practical and relevant to police learning and development, without losing rigour.  

There are three main areas to research and these broadly relate to Kirkpatrick's levels as follows:

· Learning content and design (delivery and validity) – includes  Level 1

· Changes in the learners (knowledge, attitudes and behaviour and workplace transfer of learning) - relates to Levels 2 and 3

· Changes in the organisation (impact and results) - relates to Levels 3 and 4

This separation makes it easier to select evaluation designs for different purposes.  For instance, where evaluation is required only of the design and delivery of a programme, such as with a pilot, only the questions on 'Learning content and design' would be considered.  Annex 1 gives more guidance on how each area can be subdivided and evaluators can use this in the Sponsor interview to narrow the field of search.

This structure also acts as a guide when considering the initial PNA/LNA projects so that evaluation data can be captured at all stages of the process and measures of intended changes can be more accurately identified.  The PNA and LNA provide a fruitful starting point because they set out the gaps in performance identified and the learning outcomes specified at the start of the process – the evaluation criteria.  
Design evaluation 
· Identify any QA framework (and data collection) already in use that can support the evaluation

· Identify the administrative and support requirements for data collection, analysis and interpretation

· Prepare costed evaluation plan Checklist for Developing and Evaluating Eval Budgets.doc 

Troubleshooting

Evaluators should offer advice to Sponsors about what can be realistically achieved and expected, but the decision about what to evaluate, resource deployment and timescales rests with the Sponsor, who has a more strategic overview.  

If the three aspects of costs, quality and timescale are incompatible, further negotiation with the Sponsor is needed.   Sponsors must be made aware of any increased risk to evaluation outcomes resulting from inadequate resourcing.

The Sponsor may prefer to exclude some groups from the data gathering.  Where this compromises the validity of the data and the subsequent findings, this must be brought to the Sponsor’s attention and recorded.  Equally there are also risks associated with researching and consulting, including the risk of raising false expectations.
 Quality Assurance Milestone

At this point, information gathered should be reviewed to help refine the project before it is discussed with the Sponsor. Gain commitment to the costed evaluation plan from stakeholders, particularly where this involves community engagement.  The next phase of the project may then be discussed and any further actions agreed.
Stage 4 – Collect and record data
Activity: Collecting and recording data in the areas that support the objectives of the evaluation report.
Output: A database of evidence from a variety of sources from which valid and reliable conclusions can be drawn.

Initiate the research 

· Set up the project so that a number of stakeholders (e.g. trainers, supervisors) collect and analyse data to feed into the evaluation.  The consultation on the evaluation plan ensures that everyone is clear about what is to be collected and why and how is to be analysed.   Ensure every single activity contributes to the final report MfLevalreportclist.xls.  
· Locate and record contact details for people who need to be interviewed and check their willingness and availability.  Some information about the purpose of the evaluation, their contribution, time that it will take, and the timeframe in which the interview can be scheduled will all help – as will the promise of confidentiality.
· Complete the database of contacts that you wish to survey, devise and pilot a questionnaire and send out with details of how to return the completed questionnaire.  If a hard copy is used, a stamped addressed envelope and covering letter, with a return date is normal practice.  Increasingly, online surveys are used that can be linked with analysis software.  Have a strategy in place to deal with the respondents e.g. reminders, support for analysis.   
Data collection and recording

· Collect and collate data from all agreed sources:

· NCALT Managed Learning Environment

· Other online systems

· Other manually reported data e.g. from trainers, tutors, supervisors, learners

· Other raw data e.g. community consultation, victim support groups

· Record data thoroughly: source, date, format and ensure that it can be retrieved only by authorised persons.  Store safely and with the required security measures in place.

· Data can be analysed, while other data is being collected.  Because a team of people is collecting (and analysing) the data, the data flow needs to be managed: Who does it go to?  What do they do with it?  What happens if it stops?

· Review data against evaluation objectives, outputs and outcomes.  Identify any information gaps and how these might be filled in the time and with the resources available.  Complete the data collection.  This can be undertaken while other data is being analysed and interpreted.

· Document and seek authorisation for the procedures for issues arising from confidentiality, Data Protection Act, and Freedom of Information Act, including who should have access to the raw data, how long the data should be kept and any storage requirements depending on the protective marking.

Ensure all data is protectively marked and appropriately stored.
Stage 5 – Analyse and Interpret Data

Activity: Analysing and shaping the data by identifying and verifying key issues.

Output: A raw report that lists emerging key issues with supporting evidence, possible solutions and defines selection criteria.
Data analysis

Use the agreed range of tools and techniques to draw out findings.  Quantitative data benefits from graphic displays e.g. charts and graphs.  Qualitative data benefits from summarising key issues and giving some real-life examples or quotations.  The section on further reading gives a range of ways of analysing data.  The focus should be on providing results that will be understood by the audience and will help to achieve the evaluation outcomes.  Rigorously weed out data that does not support the evaluation objectives and store it elsewhere.

Integrate findings and interpret data

From the initial data collected, make links to the evaluation outcomes, e.g. between the formal policy and procedures, what people really do and the impact that this practice has on performance.  Identify patterns, trends, triangulated information from different stakeholder groups and any conflicting data.  

Where there is conflicting data, focus groups of stakeholders will help to make sense of and validate the interpretations.  This will ensure that the data is understood by all and can be clearly presented.  

This is one of the most crucial stages of the evaluation.  The aim is not to reach consensus but to understand how the different views arise.   This requires inputs from a range of people to make sense of the data and agree what it means.   

Research into possible actions
With some agreement from stakeholders about the emerging issues of the evaluation, start to draw conclusions and test these against the findings for patterns, trends and triangulation.  Clarify conflicting information and summarise the nature of and the reasons for the conflict.  Start to identify available options for improvement actions.  Briefly summarise the costs and benefits of all courses of action, and seek to combine several actions with different groups to give a more powerful solution.  From all the alternatives, select no more than three options to recommend to the Sponsor.  One option may be to do nothing at this stage.  The Options Appraisal template MfL Options Appraisal Template.doc will summarise the presentation to the Sponsor.  

Depending on the Sponsor, recommendations may cover a range of options and issues, for example:

· Continue/stop/change the learning programme.

· Include management solutions such as changing procedures and using PDRs more robustly.

· Initiate a new project to address the issues raised in the evaluation.

Quality Assurance Milestone

At this point, emerging findings should be reviewed to help refine the report and the Options Appraisal before it is put before the Sponsor.  It should then be discussed with the Sponsor to check the viability of the proposed solutions.  

Check whether the report is to be presented to a Project Board and/or stakeholder group(s) and what format(s) will be required.  

Check whether the Sponsor needs a short summary of the evaluation findings and recommendations and in what format, for example a PowerPoint presentation may be needed to gather support for the proposals arising from the evaluation.

Stage 6 – Present the evaluation report

Activity: Writing and presenting the final evaluation report and checking the Sponsor is comfortable with it.
Output:  Agreed evaluation report and presentation to the decision-making person/group
Evaluation – Report writing

The final report should be written in the format agreed with the Sponsor.  A template is available to guide the format MfLevalreportclist.xls.  It should be as short, but as clear, as it can be, with any details of findings and discussion of methodology relegated to a Technical Appendix.  

Evaluation report 
The full report must demonstrate that the research was rigorous enough to have produced reliable information and to show that findings, conclusions drawn, options listed and recommendations are based on that evidence.  An Executive Summary giving key findings and a summary of recommendations is essential.  See ‘Hints on presenting an evaluation report’ later in this document.
Making recommendations in an Evaluation report

Recommendations in an evaluation report are focussed on improving performance.  Conclusions may be that a successful learning intervention took place that supported the change programme.  The specific things that helped or hindered the success of the intervention should be examined.  The recommendations will then reflect ways to retain the ‘helpers’ and reduce the ‘hindrances’ in this and other change programmes.

The Options Appraisal summarises the recommendations for change.  Where learning is considered to be part of the recommended solution, a Learning Needs Analysis will be needed.  The Guide to Learning Needs Analysis MfL LNA Guide v 1a.doc provides details of this.  Recommendations for learning and development should describe how the learning is expected to contribute to the specified performance outcomes.  This will support colleagues as they derive the learning outcomes.

It is unlikely that a learning programme without any supporting management actions will resolve a performance issue.  The management actions that will support the transfer of learning to the workplace should be referenced in the evaluation report and/or in the Learning Needs Analysis.  

The Sponsor, with a more strategic overview of the organisation, will advise on whether or how such recommendations can be progressed.  It is then up to the Sponsor to progress recommendations.
Quality Assurance Milestone

When the first draft of the report is written, if the Evaluation is being conducted on behalf of a force-wide Training Management Board/Panel MfL glossary v 1.doc (or equivalent) then it  may be reviewed with the Sponsor’s liaison officer and any final amendments discussed before it is passed on to the Sponsor.

If there has been no external moderation, consideration should be given to reviewing the report with a critical friend, to challenge the writer regarding the contents and thoroughness of the report. 

Hints on presenting evaluation reports 


Check with Sponsor how s/he wishes the report to be presented and to whom.  If this is a formal report, the template will guide this.  Use plain language and simple sentences to help readability.  “Access to Learning and Assessment” in this suite of documents offers a style guide that may help.

· Where a presentation to a group of people is needed, check out what format would be useful.  Keep the presentation short, with a 2-page Executive Summary accompanied by a PowerPoint presentation or similar.  Provide the formal detailed report to take away for those that want it.  

· Know your audience and ensure that the presentation is based on their preferences for receiving information, whether words, diagrams or charts.  Focus on analysis of key results; performance against expectations; trends in performance over a period of time; and recommendations for action.  When presenting to a community group, the focus should be on the impact of the new performance on the quality of service they will receive.


Distinguish between whether or not trainees apply learned behaviours to the job and whether applying new behaviours make them perform more effectively once they are embedded: measure the outcome that makes the most sense given the purpose for evaluation.


Distinguish between organisational results and the financial impact of those results: measure the outcome that makes the most sense given the purpose for evaluation.  These can be combined, but some things cannot be calculated in money terms.  A few short examples from the research add human interest, bring the text to life and make it easier to understand.

· Signpost conclusions and recommendations through the report, so that these are not a surprise.  Check with a critical friend that this is accomplished in the completed report. 


Recognise that, as the evaluation moves from evidence of behavioural change to evidence of organisational payoffs in financial terms, more assumptions are necessary and the results are more likely to be questioned.  Examples of what is currently happening, how that impacts on performance, how changes could be made to enhance performance and how performance will be enhanced (based on evidence perhaps from elsewhere: another force, baseline assessment, etc.) will be more persuasive.  

· Further action is almost always needed following an evaluation.  Some of this needs to be signalled in the evaluation report.  The simplest action is to inform contributors that it is now complete and what the findings were.  For larger-scale changes a further piece of work may required to scope out an Action Plan.  Finally, ensure that the Sponsor is comfortable with the whole report and has Action Planned for any further activities resulting from the evaluation.  Where possible, assist in setting review schedules for any proposed actions, so that achievements can be recognised and recorded.

Annex 1 – Checklist for methodologies and sources of evidence for evaluation projects 
1
Purpose of this checklist 
The intention is to provide a checklist for police force evaluation that is both practical yet robust.  This checklist has been compiled from a group of contributors and benchmarked against a range of reputable evaluation authorities.  As such it is not always faithful to the originators of particular models or approaches, but it is hoped that it will be readily understood and more easily used to improve practice and performance in policing.  It is intended to help practitioners ensure that the evaluation answers the key questions regarding the inputs, processes, outputs and outcomes in a comprehensive and consistent way.  

The most widely used and understood model of evaluation in police learning and development is Kirkpatrick’s.  To support the move from Kirkpatrick to a performance-driven approach, the Kirkpatrick model has been extended using a structured checklist of areas for investigation, benchmarked against a range of international evaluation research (UKES, Learning and Development Skills Agency, Heriot Watt University, WK Kellogg Foundation, University of Western Michigan, World Bank, Industrial Society) and then applied to a police force context.  

The checklist suggests methodologies and sources of evidence to meet the various evaluation objectives.  The methodologies and evidence sources are examples rather than prescriptive.  Evaluators will be guided by availability of evidence and their own access to it.

The checklist may also be used to help Sponsors (and stakeholders) define more precisely what they want to be explored.  

Checklist of methodologies and sources of evidence

	Evaluation focus


	Purpose
	Methodologies
	Sources of Evidence



	1)  Training content and initial design up to pilot stage
	To evaluate understanding of project goals, objectives, strategies and timeliness prior to learning implementation
	Desk-based and historical research into existing documentation

Present project plan to Sponsor and stakeholders for approval of outputs, resources and timelines
	· Interview notes with Sponsor and other stakeholders

· PNA/LNA reports

· Initial scoping study including learning descriptors

	
	To evaluate programme objectives against learners’ expectations and the appropriateness, structure, level and timeliness of the programme content.


	Questionnaires/Interviews and/or focus groups for learners, trainers/tutors, workplace supervisors


	· Pilot outcomes report

· End of course satisfaction returns

· Information received from trainers/tutors and workplace supervisors re expectations and appropriateness, structure, level and timeliness of the programme content.



	
	To evaluate the effectiveness and usefulness of learning support materials including issues of access to learning and assessment (see Access Style Guide MfL Access Style Guide v 1.doc ).


	Questionnaires/Interviews and/or focus groups for learners, trainers/tutors

Observations or auto checks of usage(e.g. key strokes)


	· Feedback forms.

· Information received from learners, trainers/tutors about the effectiveness and usefulness of learning support materials.

· Observation/auto check schedules against usage criteria e.g. 3 clicks max to reach target site.

	1)  Training content and initial design up to pilot stage (continued)
	To evaluate the appropriateness and effectiveness of delivery methods.

	Desk-based trawl of documents

Observations of delivery and use of technology/visual aids

Questionnaires/interviews with learners, trainers/tutors about the appropriateness and effectiveness of delivery methods.

	· Feedback forms.

· Observation schedules against appropriate/effective criteria. 

· Information received from learners, trainers/tutors about the appropriateness and effectiveness of delivery methods.



	
	To evaluate the ability, preparedness and effectiveness of the trainer/tutor or facilitator in enabling the learning. 


	Desk-based research

Interviews with trainers/tutors, trainer supervisors and TDOs to audit practice against policy and procedures

	· Qualifications policy for trainers/tutors

· TDO/monitoring policy, procedures  and schedules

· Procedures for development and for escalation of concerns to next level

	
	To evaluate the usefulness of in-class and out-of-class learner support activities to programme objectives including access to learning and assessment.

	Desk-based trawl of documents

Observations of learner use

Questionnaires/interviews and/or focus groups with learners, trainers/tutors about the usefulness of in-class and out-of-class learner support activities.
 
	· Feedback forms.

· Observation schedules against appropriate/effective criteria. 

· Information received from learners, trainers/tutors about the usefulness of in-class and out-of-class learner support activities.

	2)  Design and quality of delivery in post-pilot phase
	All of the above, but in the post-implementation phase


	As above
	As above including reports generated from the above phase

	
	To assess whether the timing and length of the learning intervention met learning outcomes 


	Desk-based trawl of documents

Questionnaires/interviews and/or focus groups with learners, trainers/tutors about the timing and length.
 
	· Programme delivery schedule from design phase.

· Feedback forms.

· Assessment data on learner achievement.

· Information received from learners, trainers/tutors about the timing and length.


	
	To evaluate the adequacy of the physical learning environment


	Desk based review

Site visit with checklist to include key issues such as accessibility, cultural issues, technology and availability, study areas and other facilities.

Interviews with staff to check practice against procedures


	· Feedback forms.

· DDA assessment and Action Plan.

· Policy and procedures for ‘reasonable adjustment’.

· Policy and procedures for learners with diverse needs including dietary needs.

· Learner requests for ‘reasonable adjustment’ and records of organisational responses.

	2)  Design and quality of delivery in post-pilot phase (continued)


	To evaluate the smoothness and effectiveness of the scheduling, registration and administration of the programme


	Data review

Questionnaires/Interviews to learners and for any people who failed to register including on-line registration
	· Records of interest against registrations

· Drop out rates and analysis

· Feedback reports/message board

· Information from respondents



	
	To determine overall participant satisfaction and feelings about the learning programme, including the elements of the ‘blend’ in blended learning
	Data review

Questionnaires/Interviews to learners
	· Drop out rates and analysis

· Feedback reports/message board

· Information from respondents

	
	To encourage suggestions and recommendations for improving similar or future learning programmes

 
	Questionnaires/Interviews/focus groups with learners, trainers, tutors, workplace supervisors, wider community including professional bodies, victims of crime, diversity and community groups


	· Previous feedback reports/message board

· Information from respondents

	3)  Changes in the learners
 and their behaviour


	To determine whether what was learnt matches the learning outcomes or sessional objectives MfL glossary v 1.doc at the point of or immediately following the event.
	Data review

Questionnaires/Interviews/focus groups with learners, trainers, tutors, workplace supervisors
	· Assessment Strategy

· Formative and Summative assessment records including classroom artefacts (e.g. flipcharts, videos)

· Pre-/post-test records including on-line assessments

· Learner/tutor notes

· Action Plans, learners and tutors

· Evidence of validity, reliability and fairness of assessment



	
	To evaluate the learners’ plans, expectations and anticipated barriers to transfer of learning to the workplace.   Data collection will cover the time from the initial identification prior to registration to the return to the workplace to put the learning into practice.

	Questionnaires/Interviews/focus groups with learners: triangulate by reference to trainers, tutors, workplace supervisors, learners’ peer group in the workplace.

Cultural audit on visits to workplace
	· Record of interview with supervisor prior to registration

· Action Plans for transfer of learning to the workplace

· Record of interview with supervisor following learning event

· Role Profile to identify opportunities to apply learning in current role 



	3)  Changes in the learners
 and their behaviour (continued)

	To determine whether what was learnt matches the learning outcomes in terms of workplace performance following the event.
	Data review to identify how aspects of KUSAB MfL glossary v 3.docwould be assessed from the Assessment Strategy 
Sample of completed assignments with marks that match with mark sheets 

Tutor comments where reference is made to marking criteria and grade descriptors  

Questionnaires/Interviews/focus groups with learners, workplace supervisors, learners’ peer group in the workplace.


	· Assessment Strategy mapped against KUSAB and NOS and the learning outcomes identified in the LNA

· Marking Schemes including marking criteria and grade descriptors MfL glossary v 1.doc and any weighting scheme

· Policy/procedures for workplace coaching and mentoring or other support to assist transfer of learning into workplace

· Assignment mark sheets

· Designer/tutor reviews to identify any learning gaps

· Records of awards given by external accreditation bodies

· Appraisal or other performance measure that reflects workplace transfer of learning

	3)  Changes in the learners
 and their behaviour (continued)

	To determine why learning has not transferred to the workplace (where this applies).

  
	Review of the data above to gather evidence to answer the following questions:

1 Was the learning event effective?

2 Did the learner learn what was required?

3 Does the learner have opportunity to put the learning into practice in this role?

4 Does this learner have particular difficulties in putting the learning into practice?

5 Does the organisation prevent the learner from putting the learning into practice?


	Use the data gathered above to determine:

· Effectiveness of the learning event

· Assessment data that is valid, reliable and fair

· Role profile

· Evidence of personal learning or other difficulties

· Evidence that learner does not accept the learning

· Evidence of organisational barriers (e.g. resources, culture, support mechanisms)

	4)  Impact and Outcomes of learning on the organisation
	To determine the extent to which the learning event and associated management solutions contributed to achievement of policy and performance objectives.  Some time needs to elapse so that the effects of the changes made can be demonstrated.  There will be an initial dip in performance when change occurs. 
	1 Interviews with former key staff around the benefits accrued including problem solving, time and resources to resolve issues and effectiveness of resolutions

2 Cost benefit analysis

3 Cost effectiveness review

4 Return on Investment

5 Performance records over lifetime of the project, including team performance and leadership: assess percentage improvement

6 Interviews with people affected including communities, diversity and victims perspectives for operational matters

7 Cultural audit

8 External validation of improvement in performance for individuals, teams or whole organisation


	· Benefits Register from initial project documentation

· Project costings: initial and as tracked throughout the project, including savings accrued

· Project outcomes from PNA/LNA

· Record of management solutions implemented and outcomes

· Records of surveys from the public including diversity, community and victims aspects

· Pre-/post Cultural audits

· Staff surveys

· EFQM or other self-assessments

· HMIC, IPCC reports, PPAF/baseline assessments
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