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Preface

Evaluation: A Systematic Approach provides an introduction to the
broad set of research activities essential for designing, implement-
ing, and appraising the utility of social programs. At both the local
and national levels, and in both industrialized and less developed
countries, evaluators are engaged in developing and testing innova-
tive initiatives designed to ameliorate and control social problems
and in refining and assessing the effectiveness and efficiency of
programs already in place. The work of evaluation researchers influ-
ences social policies and guides efforts to improve the lives and
social milieus of community members.

Since we embarked on the first edition of Evaluation well over a
decade ago, it has been our ambition to communicate the technical
knowledge and professional experience we have gained doing eval-
uations. We remain committed to this aspiration, for we continue to
believe that evaluation research is a dynamic, exciting, and socially
valuable genre of applied social research. Accordingly, we have
revised, updated, and augmented this textbook as the field of evalu-
ation and we as practitioners have changed.

Students, practitioners, novice social researchers, public officials,
sponsors of social programs, and the legendary intelligent laypersons
are the intended audiences for this book. Although experienced and
skillful researchers may find it elementary in spots, we hope it will
be useful to them and particularly to their fledgling associates as a
reference volume. For all readers, we believe it can increase technical
competencies, broaden outlooks on the field, and identify sources
that can amplify the ideas we discuss. We attempt to convey the
material within a coherent framework, with ample attention to the
political constraints and interpersonal dynamics that must be taken
into account in order to do successful evaluations and to appreciate
the work being undertaken by others.



X <« EVALUATION

This book has a cosmopolitan past that we hope still influences its
form and content. Its beginnings go back to the mid-1970s, when we
presented independently written, but remarkably similar, papers on the
state of evaluation research at a UNESCO conference (Freeman, 1977;
Rossi and Wright, 1977). Staff of the Organization for Economic Coop-
eration and Development (OECD) who attended the conference urged
us to expand our papers into a survey of evaluation methods that could
be employed in less developed nations. After being revised at two
working conferences in Paris, that book was finally published in En-
glish and French (Freeman, Rossi, and Wright, 1980).

Our experience in writing the OECD volume inspired us to write
a “textbook” on evaluation research as it is practiced in the United
States. The OECD book and Evaluation: A Systematic Approach are
siblings but not clones. Unlike the OECD volume, this book pre-
sumes that readers have at least undergraduate and generally some
graduate social research training, that in their work there is reason-
able access to computers and to libraries, and that peers with similar
interests are readily available.

When the first edition of Evaluation was published, we were
rather smug in feeling that we had provided evaluators and those
who use their findings with a reasonably definitive text covering all
aspects of the field. After all, between us we had more than eight
decades of experience doing applied research and had undertaken,
consulted on, and criticized evaluations in a large number of social
program areas. The book was well received, used in both under-
graduate and graduate courses in a number of social science dis-
ciplines and professional schools, and bought—and, we presume,
read—by a fairly large audience.

Since then both the book’s success and its shortcomings, together
with the rapid changes that have taken place in the field, have
prompted three revisions, the last published in 1989. In addition to
further revising the conceptual material and refining the technical
discussions contained in earlier editions, in the third edition we had
taken into account the increased evaluation activities among econo-
mists, the changing political climate, and, of course, the widespread
adoption of microcomputers. In the fourth edition, we clarified our
typology of evaluations and tried to set straight some of the confu-
sion between designs. Also, we generally updated the rest of the
book. Perhaps the most useful revisions were in the chapter on
measuring efficacy. With Ann Witte’s advice, we were able to im-
prove it dramatically in the fourth edition—at least we think so.

Someone had suggested to us that authors should never write
prefaces until their book is ready to “go to bed.” By the time we
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finished the revisions to the fourth edition, given the spirited and
often raucous interaction that has characterized our many years of
collaboration, we pledged never to revise Evaluation again. However,
our own self-review and the responses of helpful colleagues have
made another attempt to improve and update the text irresistible.

Although this fifth edition is not radically different from its prede-
cessor, there are some notable changes. This edition provides a con-
siderably revised chapter on program monitoring. Its new title,
“Program Monitoring for Evaluation and Management,” is a strong
clue to the new content of the chapter. In addition, we go much more
deeply into meta-analysis, particularly with regard to its use in the
design and modification of interventions.

Perhaps most noticeably, we have added a tenth chapter to this
edition. In previous editions, we had a chapter that introduced the
range of procedures for evaluating program impact, moved on to
describing “true experiments” in another chapter, and then consid-
ered all other procedures in a third. In this edition, we have separated
the material on non-random designs (most of these designs are
referred to in the field as “quasi-experiments”) from procedures used
to assess full-coverage programs (that is, ones where comparison
groups of any sort are usually impossible to construct). We did so
both because of the differences in outlook required for the evaluation
of full-coverage programs and in order to be able to devote more
space to this group of procedures.

In addition to these refinements, we have added new exhibits and
deleted some of the ones included in earlier editions, and updated
the reference section. In selecting new exhibits we have tried to
correct somewhat our bias of choosing “national” evaluations and
neglecting local and state ones.

While we have learned not to seek perfection, we believe that these
and a number of smaller changes nudge the book a bit closer to this
lofty goal. Finally, John Bergez’s editing, again, has made this edition
into a much better book than it would have been if our original
manuscript had been set in type.

Instructors and others should note that a Workbook for Evaluation:
A Systematic Approach is available to accompany this text. The work-
book includes brief reviews of each chapter, review questions, design
and analysis tasks presenting case studies for readers to tackle, and
additional readings. The new edition of the workbook also includes
a complete bibliography of journals featuring evaluation studies and
issues.

A personal note to conclude this preface: The work, conflict, and
fun that went into this volume were shared equally by the two
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authors. Age and notoriety were the major determinants of the order
of authorship. Rotating authorship in alternate editions would be
confusing; besides, why fix something that works? Despite the im-
possibility of writing a definitive text, we are very proud of thisbook,
and particularly of the fact that it has been used in hundreds of
classes, both graduate and undergraduate, and in a wide range of
social science departments and professional schools. Perhaps most
important, over the years collaborating on it has turned an acquain-
tanceship into an enduring friendship. We are perhaps most grateful
for this by-product of our venture.

P.H. R.and H. E. F.

Postscript

Within a few hours after we finished the index to this edition,
Howard Freeman died while on the plane going back to his home in
Los Angeles. In that terrible event, evaluation research lost one of its
pioneers, its best practitioner, and a prolific contributor. I lost a true
friend and the grandest of collaborators. Evaluation will miss his
lively presence. I will miss his quick intelligence, sharp wit, and
warm friendship.

I dedicate this book to his memory.

Peter H. Rossi
October 1992
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KEY CONCEPTS FOR CHAPTER 1

Comprehensive
evaluation:

Conceptualization
and design
analyses:

Cost-benefit
analyses:

Cost-effectiveness
analyses:

Delivery system:

Efficiency
evaluations:

Fine-tuning
evaluations:

Impact assessment:

Intervention:

Monitoring:

Stakeholders:

Target population:

Target problem:

Utility assessment:

Research and analysis covering the
conceptualization and design of interventions, the
monitoring of program interventions, and the
assessment of program utility.

Studies of (1) the extent and location of target
problems for intervention, (2) ways to operationally
define target populations, and (3) the suitability of
the proposed intervention.

Studies of the relationship between project costs
and outcomes, with both costs and outcomes
expressed in monetary terms.

Studies of the relationship between project costs
and outcomes, expressed as costs per unit of
outcome achieved.

Organizational arrangements needed to provide
program services, including staff, procedures and
activities, physical plants, and materials.

Analyses of the costs (inputs) of programs in comparison
to either their benefits or to their effectiveness (outputs).
Benefits, like inputs, are expressed in monetary values;
effectiveness is measured in terms of substantive
changes in the behavior or conditions that are the foci of
a social program.

Evaluations undertaken to examine the
implementation, effectiveness, and efficiency of
modifications in existing programs.

Evaluation of whether and to what extent a program
causes changes in the desired direction among a
target population.

Any program or other planned effort designed to
produce changes in a target population.

Assessing the extent to which a program is (1)
undertaken consistent with its design or
implementation plan and (2) directed at the
appropriate target population.

Individuals or organizations directly or indirectly affected
by the implementation and results of social programs.

The persons, households, organizations,
communities, or other units at which an intervention
is directed.

The conditions, deficiencies, or defects at which an
intervention is directed.

Study of the effectiveness (impact) or efficiency
(costs-to-benefits ratios or cost effectiveness) of
programs.




Programs,
Policies, and
Evaluations

CHAPTER

This chapter introduces evaluation research as a robust arena of activity
directed at collecting, analyzing, and interpreting information on the
need for, implementation of, and effectiveness and efficiency of
intervention efforts to better the lot of humankind. Systematic
evaluations of both existing and new social programs are now
commonplace. Evaluations are undertaken for a variety of reasons: to
judge the worth of ongoing programs and to estimate the usefulness of
attempts to improve them; to assess the utility of new programs and
initiatives; to increase the effectiveness of program management and
administration; and to satisfy the accountability requirements of
program sponsors. Evaluations also may contribute to substantive and
methodological social science knowledge.

Evaluations serve different purposes, and call for different strategies,
at various stages in the life of programs. In the planning stages of social
intervention programs, evaluations focus on assessing the extent and
severity of the problems requiring social intervention and on designing
programs to ameliorate them. In the conduct of ongoing and new
programs, evaluations help to determine the degree to which the
programs are effective—that is, how successfully they are providing
their intended target populations with the resources, services, and
benefits envisioned by their sponsors and designers. In addition, impact
assessments estimate the effects of the intervention. For accountability
purposes, and to aid in decisions concerning whether programs should
be continued, expanded, or curtailed, evaluations consider costs in
relation to benefits and compare an intervention’s cost effectiveness
with that of alternative strategies for allocating scarce resources.

Some evaluations are comprehensive and consider all of these
questions; others are directed at only some of them. In all cases, the aim
is to provide the most valid and reliable findings possible within
political and ethical constraints and the limitations imposed by time,
money, and human resources.
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Long before Sir Thomas More coined the word utopia in 1516,
persons everywhere had been seeking a perfect world. That their
aspirations, and ours, have hardly been realized is evident in the
social problems and attendant personal problems that confront every
country in the world. True, how we define social problems and
estimate their scope, and which problems are salient to us, have
changed over time with shifts in values and lifestyles. And it is
equally true that communities, societies, and cultures differ widely
in the attention they pay to particular problems. But now, as ever, to
borrow from Charles Dickens, for some of us these are the best of
times and for others the worst of times.

Since antiquity, persons and groups have sought to describe, under-
stand, and ameliorate the defects in the human condition in myriad
ways. As pretentious as it may sound, this book is rooted in an approach
that has aspired to be effective in improving the quality of our physical
and social environments and enhancing the chances of our individual
and collective survival: the application of scientific procedures to social
problems. If the term evaluation research is a relatively recent invention,
the activities that we will consider under this rubric are not. They can
be traced to the very beginnings of modern science in the 1600s. As
Cronbach and his colleagues (1980) point out, Thomas Hobbes and his
contemporaries four centuries ago were concerned with devising nu-
merical measures to assess social conditions and to identify the causes
of mortality, morbidity, and social disorganization. And certainly social
experiments, the highest expression of contemporary evaluation re-
search, are hardly a recent invention.

Indeed, one of the earliest “social experiments” took place in the
1700s. A British ship’s captain observed the lack of scurvy among
sailors serving on the naval ships of Mediterranean countries. He
noticed, too, that citrus fruit was a part of their rations. Thereupon
he made half his crew consume limes while the other half continued
with their regular diet. Despite much grumbling among the crew in
the “treatment” half, the experiment was a success; it showed that
consuming limes could prevent scurvy.

The good captain probably did not have an explicit “impact model”
(a term we will discuss later in detail)—namely, that scurvy is a
consequence of a vitamin C deficiency and that limes are rich in
vitamin C. Nevertheless, the treatment worked, and British seamen
eventually were compelled to consume citrus fruit regularly, a prac-
tice that gave rise to the still-popular label “limeys.” Incidentally, it
took about fifty years before the captain’s “social program” was
widely adopted. Then, as now, diffusion and acceptance of evalua-
tion findings did not come easily.
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< What Is Evaluation Research?

We begin this volume with a simple definition of evaluation, or
evaluation research (we will use the terms interchangeably): Evalua-
tion research is the systematic application of social research procedures for
assessing the conceptualization, design, implementation, and utility of
social intervention programs. In other words, evaluation researchers
(evaluators) use social research methodologies to judge and improve
the ways in which human services policies and programs are con-
ducted, from the earliest stages of defining and designing programs
through their development and implementation.

At various times policymakers, funding organizations, planners,
and program managers’ staffs need to distinguish useful current
programs from ineffective and inefficient ones, and to plan, design,
and implement new efforts that effectively and efficiently have the
desired impact on community members and their environments. To
do so they must obtain answers to a range of questions. For example:

¢ What is the nature and scope of the problem requiring new, expanded, or
modified social programs? Where is it located, and whom does it affect?

What feasible interventions are likely to ameliorate the problem significantly?
What are the appropriate target populations for a particular intervention?
Is the intervention reaching its target population?

Is the intervention being implemented in the ways envisioned?

Is it effective?

How much does it cost?

® & & O o o o

What are its costs relative to its effectiveness and benefits?

Answers to such questions are necessary not only for broad, com-
plex programs, such as nationwide health care or income mainte-
nance efforts, but also for local, specialized projects, such as those
offering occupational training in a small town, testing whether a new
method of teaching mathematics will work, or increasing public
safety in a large city. Providing those answers is the work of persons
in the evaluation research field.

Although this text emphasizes the application of social research
procedures to the evaluation of health, education, welfare, and other
human service policies and programs, evaluation research is not
restricted to such programs. Indeed, the Program Evaluation Meth-
odology Division of the General Accounting Office has evaluated
programs in a variety of fields, including the procurement and test-
ing of military hardware, research programs in the repair of major
highways, and other areas far afield from social interventions.
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The approaches considered in this text also have utility in many
other spheres of activity in which issues of efficiency, effectiveness,
and impact are raised. For example, the mass communication and
advertising industries use fundamentally the same approaches in
developing media programs and marketing products; commercial
and industrial corporations evaluate the procedures they use in
selecting and promoting employees and organizing their work forces;
political candidates develop their campaigns by evaluating the voter
appeal of different strategies; consumer products are subjected to
market testing; and administrators in both the public and private
sectors are continually assessing the clerical, fiscal, and interper-
sonal practices of their organizations.

The distinction between these uses of evaluation lies primarily in
the intent of the effort to be evaluated. Our emphasis in this text is
on evaluation of programs designed to benefit the human condition,
rather than those designed for other purposes, such as increasing
profits or amassing influence and power. This choice of focus stems
not from a sense of righteousness about the proper application of
social research methods but rather from a heuristic need to limit the
scope of the book.

Regardless of the type of social intervention under study, evaluations
are systematic to the extent that they employ social research approaches
to gathering valid, reliable evidence. This commitment to the “rules” of
social research is at the core of our perspective on evaluation. This is
not to say, however, that evaluation studies follow some particular
social research style or combination of styles. Indeed, one of the distin-
guishing characteristics of program evaluation is that its methods cover
the gamut of prevailing social research paradigms.

The importance of evaluating social programs—both those pro-
grams currently in effect and those in various stages of design and
pilot testing—should not be underestimated. The continuing challenge
of devising ways to remedy the serious deficiencies in the quality of
human life, both in industrialized countries and in less developed
nations, needs no elaboration here. But along with the need for
purposeful, deliberate, and organized efforts to implement creative
new initiatives and improve existing ones comes the need for evalu-
ation. True, resource restraints in every country, including the United
States, constrain social intervention activities. Moreover, the experi-
ences of the past several decades have brought about a more realistic
perspective on the barriers to successful implementation of social
programs and the magnitude of outcome that can be expected from
them (Weick, 1984). In general, social programs yield small gains,
often to the chagrin of the those who advocate them (see Exhibit 1-A).



