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PREFACE
There are excellent books on evaluation already in print. Some focus on 
the history and theory of evaluation, some provide a comprehensive 
analysis of evaluation models and approaches, and some primarily offer 
insights into methodology. Although this book addresses these concepts, 
it is not intended to replicate or refute any other work. Rather, it is orga-
nized in such a way as to illustrate evaluation in the context of perfor-
mance improvement. This work is directed at the following audiences:

■ Performance improvement practitioners who seek to do evaluation 
well, wish to become suffi ciently versed in evaluation so as to work 
well with evaluators, or want to integrate an evaluative perspective in 
all phases of performance improvement, from needs assessment to 
implementation, to evaluation itself

■ Evaluators who seek to do systemic, performance-focused evalua-
tions with the ultimate end of improving not only programs or 
solutions but also the organizations and the clients, including our 
shared  society, whose needs they are meant to meet

■ Students who want a solid conceptual grounding in evaluation and 
a guide for applying such concepts in courses and their own work 
and who will generate the future evaluation and performance  improve-
ment models, in part based on concepts presented here

■ Instructors who are looking for a text that addresses important 
foundations of evaluation and presents the models and approaches 
in the context of the performance improvement fi eld

■ Clients, including those external to the organization stakeholders, 
who wish to become better-informed consumers of and partners in 
evaluation efforts

If you want to more clearly understand the impact this book has had 
on your thinking about evaluation, then I suggest that before reading it, 
you respond to the questions listed below. Once you have completed 
reading the book, I recommend answering each of the questions again, 
paying close attention to how your views have changed, if at all, as a  result 
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of reading this book. This exercise is meant to support deeper refl ection 
and insight about fundamental assumptions associated with evaluation and 
implications for practice.

■ What is your current model or approach to evaluation? Use these 
questions to guide your response (if you don’t have a current model 
or approach, think about what your basic assumptions about evalu-
ation are):

What aspects of evaluation are addressed by your theory?

What are the main purposes, processes, or mechanisms 
associated with your model?

Does your model target a specifi c setting? If so, what is it?

With what other models (if you know of any) is your model 
most compatible? Explain how they are compatible.

With what other models is your theory least incompatible? 
 Explain what the incompatibilities are.

■ In what ways has your model of evaluation been applied? Was it 
successful? What, if anything, would you have done differently? 
What were the biggest lessons you learned? Provide specifi c situa-
tions and examples.

The book is divided into four parts, beginning with an introduction 
to the foundations of evaluation, then proceeding to a collection of models 
chosen specifi cally for the reputation and applicability in the perform-
ance improvement fi eld. Part Three looks at the tools and techniques 
that are common in various evaluation perspectives, and Part Four con-
cludes with a look at continual improvement and the future of evalua-
tion in performance improvement.

xiv  Preface
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CHAPTER

      1 
   FOUNDATIONS OF 

EVALUATION            

  This chapter defi nes and describes evaluation and sets the 

frame for this book within the principles of performance 

improvement. Various kinds of evaluation, as well as some 

closely related processes, are differentiated from each other. 

The basic challenges that evaluators face are laid out, and 

the reason that stakeholder commitment is so important is 

examined. The benefi ts of evaluation to an organization are 

listed. Finally, defi nitions are provided for some key terms 

used throughout the book and in the evaluation fi eld.   

 In our daily lives, we encounter decision points on an almost continuous 
basis: Should I do this, or should I do that? Should I go right or left? 
Should I take the highway or the back streets? Should I buy now or 
later? Should I take my umbrella today or not? Life in an organizational 
setting is no different: We face decisions about which programs to 
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4 Performance Evaluation

 sustain, which to change, and which to abandon, to name but a few 
 organizational dilemmas. How do members of an organization go about 
making sound decisions? With the use of relevant, reliable, and valid 
data, gathered through a sound evaluation process aligned with desired 
long - term outcomes. 

 Unfortunately, these data are not always available, and if they are, 
many decision makers do not know they exist, or do not have access to 
them, or do not know how to interpret and use them to make sound deci-
sions that lead to improved program and organizational performance. In 
fact, Lee Cronbach (1980) and others have argued that decisions often 
emerge rather than being logically and methodically made. 

 Effective leaders are capable of making sound decisions based on 
sound data, and evaluators can do much to infl uence the leadership 
 decision - making process. Evaluation can provide a systematic frame-
work that aligns stakeholders, evaluation purposes, desired results and 
consequences, and all evaluation activities, so that the evaluation prod-
uct is a responsive and clear recipe for improving performance. This in 
essence allows the decision - making process to become clearer and more 
straightforward. Evaluation is the mechanism that provides decision 
makers with feedback, whether through interim reports and meetings or 
a fi nal report and debriefi ng.  

  A BRIEF OVERVIEW OF EVALUATION HISTORY 
 Michael Scriven (1991) describes evaluation as a practice that dates 
back to samurai sword evaluation. Another type of evaluation was in 
evidence as early as 2000 B.C.: Chinese offi cials held civil service exam-
inations to measure the ability of individuals applying for government 
positions. And Socrates included verbal evaluations as part of his instruc-
tional approach (Fitzpatrick, Sanders,  &  Worthen, 2004). 

 In response to dissatisfaction with educational and social programs, 
a more formal educational evaluation can be traced back to Great  Britain 
during the 1800s, when royal commissions were sent by the govern-
ment to hear testimony from the various institutions. In the 1930s, Ralph 
Tyler issued a call to measure goal attainment with standardized criteria 
(Fitzpatrick et al., 2004). And during the 1960s, Scriven and Cronbach 
introduced formative (used to guide developmental activities) and sum-
mative (used to determine the overall value of a program or solution) 
evaluation, and Stuffl ebeam stressed outcomes (program results) over 
process (program activities and resources) (Liston, 1999). 
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Foundations of Evaluation 5

 In 1963, Cronbach published an important work,  “ Course  Improvement 
Through Evaluation, ”  challenging educators to measure real learning 
rather than the passive mastery of facts. Moreover, he proposed the use of 
qualitative instruments, such as interviews and observations, to study out-
comes. In the latter part of the 1960s, well - known evaluation fi gures such 
as Edward Suchman, Michael Scriven, Carol Weiss, Blaine Worthen, and 
James Sanders wrote the earliest texts on program evaluation. 

 In 1971, Daniel Stuffl ebeam proposed the CIPP model of evalua-
tion, which he said would be more responsive to the needs of decision 
makers than earlier approaches to evaluation were. In that same year, 
Malcolm Provus proposed the discrepancy model of evaluation. In 
1972, Scriven proposed goal - free evaluation in an effort to encourage 
evaluators to fi nd unintended consequences. In 1975, Robert Stake pro-
vided responsive evaluation. In 1981, Egon Guba and Yvonna Lincoln 
proposed naturalistic evaluation on the basis of Stake ’ s work, feeding 
the debate between qualitative and quantitative methods (Fitzpatrick 
et al., 2004). 

 All of this was occurring in the context of a movement to account 
for the billions of dollars the U.S. government was spending on social, 
health, and educational programs (Fitzpatrick et al., 2004; Patton, 1997). 
In order to address a demand for accountability, those responsible for 
programs soon began to ask evaluators for advice on program improve-
ment. Thus, the initial purpose of program evaluation was to judge the 
worthiness of programs for continued funding. 

 When  Sputnik  became the catalyst for improving the U.S. position 
in education, which was lagging compared to other countries, educa-
tional entities in particular began to commission evaluations, partly in 
order to document their achievements. The need for evaluators soon 
grew, and government responded by funding university programs in 
educational research and evaluation. In the 1970s and 1980s, evaluation 
grew as a fi eld, with its applications expanding beyond government and 
educational settings to management and other areas. Evaluations are 
now conducted in many different settings using a variety of perspec-
tives and methods.  

  EVALUATION: PURPOSE AND DEFINITION 
 While some rightly say that the fundamental purpose of evaluation is 
the determination of the worth or merit of a program or solution (Scriven, 
1967), the ultimate purpose, and value, of determining this worth is in 
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6 Performance Evaluation

providing the information for making data - driven decisions that lead to 
improved performance of programs and organizations (Guerra - L ó pez, 
2007a). The notion that evaluation ’ s most important purpose is not to 
prove but to improve was originally put forward by Egon Guba when he 
served on the Phi Delta Kappa National Study Committee on Evalua-
tion around 1971 (Stuffl ebeam, 2003). This should be the foundation for 
all evaluation efforts, now and in the future. Every component of an 
evaluation must be aligned with the organization ’ s objectives and expec-
tations and the decisions that will have to be made as a result of the 
evaluation fi ndings. These decisions are essentially concerned with how 
to improve performance at all levels of the organization: internal deliv-
erables, organizational gains, and public impact. At its core, evaluation 
is a simple concept :

■   It compares results with expectations.  

■   It fi nds drivers and barriers to expected performance.  

■  It  produces action plans for improving the programs and solutions 
being evaluated so that expected performance is achieved or 
maintained and organizational objectives and contributions can be 
realized (Guerra - L ó pez, 2007a)  .  

 Some approaches to evaluation do not focus on predetermined 
results or objectives, but the approach taken in this book is based on the 
premise of performance improvement. The underlying assumption is 
that organizations, whether they fully articulate this or not, expect spe-
cifi c results and contributions from programs and other solutions. As 
discussed in later chapters, this does not prevent the evaluator or 
 performance improvement professional from employing means to help 
identify unanticipated results and consequences. The worth or merit of 
programs and solutions is then determined by whether they delivered 
the desired results, whether these results are worth having in the fi rst 
place, and whether the benefi ts of these results outweigh their costs and 
unintended consequences. 

 An evaluation that asks and answers the right questions can be 
used not only to determine results but also to understand those results 
and to modify the evaluation so that it can better meet the intended 
objectives within the required criteria. This is useful not only to iden-
tify what went wrong or what could be better but also to identify what 
should be maintained. Through appreciative inquiry (Cooperrider  &  
Srivastva, 1987), evaluation can help organizations identify what is 
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Foundations of Evaluation 7

going right. Appreciative inquiry is a process that searches for the best 
in organizations in order to fi nd opportunities for performance improve-
ment. Here too the efforts are but a means to the end of improving per-
formance. Although the intentions of most evaluators are just that, the 
language and approach used are charged with assumptions that things 
are going wrong. For instance, the term  problem solving  implies from 
the start that something is wrong. Even if this assumption is not explicit 
in the general evaluation questions, it makes its way into data collec-
tion efforts. Naturally the parameters of what is asked will shape the 
information evaluators get back and, in turn, their fi ndings and conclu-
sions. If we ask what is wrong, the respondents will tell us. If we ask 
what went right, again they will tell us. The key point is that evalua-
tion should be as unbiased as possible. Evaluators should ask and 
answer the right questions, so that the data they get are indeed repre-
sentative of reality. 

 In specifi c terms, before evaluators start to plan, and certainly 
before they collect data, they must determine why they are conducting 
an evaluation. Is this their initiative, or were they directed to do this 
work? What is the motivation for the study? What are they looking to 
accomplish and contribute as a result of this evaluation? Here are some 
general reasons for conducting an evaluation: 

■   To see if a solution to a problem is working, that is, delivering 
valued ends  

■   To provide feedback as part of a continual monitoring, revision, 
and improvement process  

■   To provide feedback for future funding of initiatives  

■   To confi rm compliance with a mandate  

■   To satisfy legal requirements  

■   To determine if value was added for all stakeholders  

■   To hold power over resources  

■   To justify decisions that have already been made    

 Although the last two in this list are particularly driven by political 
agendas, in reality most reasons can be politicized; thus, it takes an 
insightful evaluator to recognize the feasibility of conducting an hon-
est evaluation. An experienced evaluator will recognize, most of the 
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8 Performance Evaluation

time, whether evaluation stakeholders are truly interested in using 
 evaluation fi ndings to improve performance or are more concerned with 
advancing their political interests. With careful attention to detailed 
planning, either goal can be made to fi t a data - driven and results -  oriented 
action approach to evaluation. But if taken too narrowly — in isolation 
and without proper context — each has its own narrow set of problems, 
blind spots, and special data generation and collection issues. Percep-
tion of the purpose of the evaluation can shape and limit the data that 
are observed (or not observed), collected (or not collected), and inter-
preted (or ignored). Thus, evaluators and stakeholders must begin the  
planning process with a clear articulation of what decisions must be 
made with the results of their fi ndings, decisions that are linked to the 
overall purpose for conducting the evaluation.  

  PERFORMANCE IMPROVEMENT: A CONCEPTUAL 
FRAMEWORK 
 The fi eld of performance improvement is one of continuous transition 
and development. It has evolved through the experience,  refl ection, 
and conceptualization of professional practitioners seeking to im prove 
human performance in the workplace. Its immediate roots stem 
from instructional design and programmed instruction. Most funda-
mentally, it stems from B. F. Skinner and his colleagues, whose 
work centered on the behavior of individuals and their environment 
( Pershing, 2006). 

 The outgrowth of performance improvement (also called human 
performance technology) from programmed instruction and instruc-
tional systems design was illustrated in part by Thomas Gilbert ’ s behav-
ioral engineering model, which presented various categories of factors 
that bear on human performance: clear performance expectations, feed-
back, incentives, instruments, knowledge, capabilities, and internal 
motives, for example. This landmark model was published in Gilbert ’ s 
1978 book,  Human Competence: Engineering Worthy Performance,  
and was based in large part on the work Gilbert conducted with Geary 
Rummler and Dale Brethower at the time. Pershing (2006) declares that 
Joe Harless ’ s 1970 book,  An Ounce of Analysis Is Worth a Pound of 
Objectives,  also had a signifi cant impact on the fi eld and was well com-
plemented by Gilbert ’ s work. Together these works served as the basis 
for many researchers who have contributed to and continue to help 
develop the performance improvement fi eld. 
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Foundations of Evaluation 9

 Currently the International Society for Performance Improvement, 
the leading professional association in the fi eld, defi nes  performance 
improvement  as a systematic approach to improving productivity and 
competence, using a set of methods and procedures — and a strategy for 
solving problems — for realizing opportunities related to the perfor-
mance of people. More specifi cally, it is a process of selection, analysis, 
design, development, implementation, and evaluation of programs to 
most cost - effectively infl uence human behavior and accomplishment. 
This series of steps, commonly known as the ADDIE model, is the basic 
model from which many proposed performance improvement evalua-
tion models stem. Pershing (2006) summarized performance improve-
ment as a systematic combination of three fundamental processes: 
 performance analysis (or needs assessment), cause analysis (the process 
that identifi es the root causes of gaps in performance), and intervention 
selection (selecting appropriate solutions based on the root causes of the 
performance gaps). These three processes can be applied to individuals, 
small groups, and large organizations. The proposition that evaluation 
of such interventions should also be at the core of these fundamental 
processes is presented in the fi nal chapter of this book. 

 This is the context in which evaluation is seen and described in this 
book — not as an isolated process but rather as one of a series of pro-
cesses and procedures that, when well aligned, can ensure that programs 
and organizations effi ciently and effectively deliver valuable results.  

  MAKING EVALUATION HAPPEN: ENSURING 
 STAKEHOLDERS ’  BUY - IN 
 One of the most important elements of any evaluation is its stakeholders. 
Before we defi ne the stakeholders, it is worthwhile to defi ne the term  stake.  
A  stake  is essentially a claim, an interest, or a share in some endeavor 
and how that claim or interest might be affected by anything that is used, 
done, produced, or delivered. The traditional view of a stake used to be 
limited to the fi nancial realm (for example, stockholders), but in fact 
a claim or interest can be fi nancial, legal, or moral (Carroll, 2000). Thus, a 
stakeholder is any individual or group with a stake in an endeavor and 
can either affect or be affected by the decisions and actions of the 
organization. 

 Stakeholders can be broadly categorized as internal (owners, 
employees, and management) and external (customers, customers ’  cus-
tomers, the community, suppliers, competitors, the government, and the 
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10 Performance Evaluation

media, to name a few), and both categories can then be subdivided into 
various groups. 

 Not every individual within each stakeholder group has to partici-
pate directly in an evaluation; what is important is that those who partic-
ipate are seen as representative by their group members. The greater the 
sense of stakeholder involvement and infl uence there is, the less likely it 
is that the evaluator will encounter resistance to the evaluation process 
and the fi ndings. 

 While ideally evaluators will select stakeholders who will help 
defi ne useful evaluation expectations, questions, and criteria, in fact, 
they realistically will be faced with stakeholders who have their own 
special interests or represent a powerful lobby. Although it is not partic-
ularly unusual for human beings to have their own special interests, 
evaluators should neutralize as much as possible the risk that the evalu-
ation will become a manipulation tool for the special interests of one —
 or some — at the expense of others. 

 A vital challenge in working with stakeholders to help all be suc-
cessful is to keep them focused on results and consequences rather than 
on politics of means. Single - issue politics from both within and outside 
organizations have a tremendous impact on defi ning objectives and 
selecting means. It is essential that evaluators learn enough about the 
specifi c political climate of a given evaluation to understand how it will 
affect the evaluation and the implementation of its recommendations. If 
evaluation recommendations are not implemented or are implemented 
improperly, performance probably will not improve, and the evaluation 
may have been conducted in vain.  

  THE EVALUATOR: A JOB OR A ROLE? 
 The term  evaluator  describes not only one profession or occupation, but 
also a given role at a particular time. Individuals conducting evaluation 
often wear many hats. They may be internal employees, members of the 
management team, faculty members, or consultants who have acquired 
interest and expertise in measurement and evaluation through educa-
tion, training, or experience. In some cases, individuals arrive at this 
point by default and face an unexpected request to conduct an evalua-
tion. They could be trainers who are charged with demonstrating the 
value of their training programs and departments. They may even be 
individuals who because of their status as a subject matter expert in 
some solution or program are also faced with demonstrating the value 
of their efforts. 
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Foundations of Evaluation 11

 Their common function is, or should be, an interim goal to docu-
ment the results and impact achieved by a given solution: a program, a 
project, a tool, or the use of a resource. The fi nal goal should be to use 
this information to make sound decisions and help the organization take 
appropriate action to improve performance at all levels. 

 Evaluators should be competent in some basic areas. Sanders (1979) 
proposed that at a minimum, evaluators should be able to 

■   Accurately describe the object (the evaluand) and context of that 
which is being evaluated  

■   Conceptualize the purpose and framework of the evaluation  

■   Derive useful evaluation questions, data requirements, and 
appropriate data sources  

■   Select the means for collecting and analyzing data  

■   Determine the value of the evaluand  

■   Effectively communicate results and recommendations to the audience  

■   Manage the evaluation project  

■   Maintain ethical standards  

■   Adjust to external factors infl uencing the evaluation  

■   Evaluate the evaluation     

  THE RELATIONSHIP TO OTHER INVESTIGATIVE 
 PROCESSES 
 The results and consequences we want to accomplish are the primary 
drivers for deriving the useful questions of an organizational study. 
Another driver is the types of decisions that have to be made; in large 
part, they will determine what data have to be gathered and for what 
purpose. For instance, if decisions have to be made about what  programs, 
interventions, and solutions should be continued, revised, or discontin-
ued, then the data collection approach may take an evaluative perspec-
tive. That is, the data collected will be used to compare predetermined 
objectives with what was actually achieved. If the need is to make deci-
sions about what results the organization should be targeting and, in 
turn, what types of programs, interventions, and solutions will help it 
get there, the data collection approach will take on a needs assessment 
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12 Performance Evaluation

perspective. Notice that in both cases, results—and gaps in results—are 
the primary drivers. 

 Table  1.1  illustrates some sample questions from both perspectives 
that could apply to any organization in any sector. Both approaches to 
data collection should be systematic and designed to answer specifi c 
questions that can be used to improve performance.   

 Assessors and evaluators may share data collection techniques, but 
the types of questions they seek to answer differ. In this sense, the roles 
of assessor and evaluator differ in purpose or function rather than in im-
portance and methods. 

  Needs assessors  help create the future by providing hard and soft 
data for identifi cation of performance - based, vision - aligned missions 

TABLE 1.1. Unique Perspectives of Needs Assessment 
and Evaluation

Needs Assessment Questions Evaluation Questions

What value-added results should we 
be targeting?

How much closer did we get to 
reaching our vision and mission?

What value-added results are we now 
getting?

Did we add to or subtract value 
from our external clients and our 
shared society?

Who or what is the primary client of 
the results and their consequences?

Which objectives in our mission did 
we achieve?

How do we get from current results 
and consequences to desired ones?

How are we doing in comparison 
to last quarter? Last year?

What interim results must be accom-
plished and when?

Which internal results targets were 
reached? Not reached?

What are our options? Which implemented programs, 
projects, or solutions were 
 effective?
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Needs Assessment Questions Evaluation Questions

What are the most effective and 
 effi cient ways for reaching our 
 desired or required results?

How effi cient are these 
 implemented programs, projects, 
or  solutions?

What will it cost us to reach those 
results?

In which of these should we 
 continue to invest?

What will it cost us to ignore those 
results?

What results do we have to justify 
our continued programs?

How far do we have to go to reach 
those results?

What should we discontinue?

Which results take priority over 
 others?

Which projects, programs, or 
solutions could be successful with 
some modifi cations? Is it worth it?

Where do we have the most—and 
least—leverage?

Did we add or subtract value from 
our internal clients and  employees?

Source: Guerra (2003b).

and building - block objectives, as well as the gaps between current and 
desired results. In addition, they help identify the best solutions for 
closing these gaps and thereby ultimately reaching the organizational 
vision. It should be noted that asking people what they need is not a 
needs assessment; this simply creates a  “ wants list ”  or  “ wish list ”  with-
out rigorous applicability (Kaufman, 2000).  Evaluators  help to deter-
mine whether they are heading toward reaching the future they set out 
to create during the needs assessment process. One of the primary ways 
they do this is by determining the effectiveness and effi ciency of the 
implemented programs and solutions, as well as the causal factors asso-
ciated with any gaps between expected and accomplished results. Mea-
surably improving organizational and individual performance depends 
heavily on these two roles and processes. 
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 Although both assessors and evaluators collect data with regard to 
the results of a process or activity, evaluators collect data to determine 
whether results match the results expected from solutions that have 
already been implemented — for example, new programs, new technolo-
gies, new processes, or any other means selected to help achieve objec-
tives. Assessors, in contrast, seek to anticipate the expected return on 
investment of potential interventions before they are implemented by 
collecting data about both current results (what is) and potential results 
(what should be). With these data in hand, decision makers are able to 
choose among competing alternatives. 

 So how does scientifi c research come into the picture? Before 
answering this question, let us fi rst explore the meaning of science. Sci-
ence is based on a series of assumptions about the world — assumptions 
that can be true today but false tomorrow. Scientists are always testing 
these assumptions, ready to change them when the fi ndings support 
such a change. To this end, scientists collect data about reality and con-
sult with other sources to ensure the reliability of the data. Results are 
considered basic data, later subject to repeatable observations in order 
to confi rm fi ndings and scientifi c reports. Thus, we want to make deci-
sions and take action based on what is currently known through scien-
tifi c inquiry. 

 Research is essentially another systematic process of inquiry, with 
the purpose of fi nding, interpreting, and updating facts, events, behav-
ior, and theories. In this sense, research skills are a basic requirement in 
today ’ s world and can be applied in just about any context, whether 
needs assessment, evaluation, or scientifi c inquiry. In fact, the heart of 
the data collection plan is very much the same for all of these. Follow-
ing are the common elements among these three inquiry processes. 
These are stated generically but can be made specifi c to investigative 
contexts. 

   1.   Important decisions that must be taken by stakeholders are 
identifi ed. They lead to element 2:  

   2.   Guiding questions, purposes, or hypotheses that the inquiry 
process must answer or test, which are related to element 3:  

   3.   Key variables or results that are the central focus of the questions 
or hypotheses.  

   4.   When results are not directly observable, measurable and 
observable indicators must be identifi ed.  
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