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part I

AN OVERVIEW
OF PROGRAM
EVALUATION

Education at Harvard University, job training at Leavenworth Prison,
marriage counseling, blood pressure screening, school hot lunch services,
the installation of safety equipment, and day care for preschoolers are
formally organized ways that help people achieve their goals.

Of a myriad of services and products available in modern industrial
societies, the greater proportion of workers and professionals are involved
in meeting ha.nan needs for health care, education, training, counseling,
emotional support, rehabilitation, and so on. The field of human services
includes programs and facilities to help people lead more satisfying,
healthier, safer, and more productive lives. Many of these needs have
traditionally been met through the extended family or through voluntary
charity; however, such needs increasingly are being met through organized,
publicly funded efforts. These efforts are often called programs, and the
methods used to plan, monitor, and improve such programs make up the
field of program evaluation. The evaluation methods presented in this book
are applicable to both the activities of nonprofit public and private
agencies and to profit-making organizations.

Although scientific and engineering problems are important in industrial
settings, success in business is often a question of success in managing
human resources. Attempts to improve productivity, employee morale, or
product quality all depend on good planning techniques, accurate feedback
on the impact of the plan adopted, and utilization of that feedback.
Furthermore, research on the need for and the effectiveness of a new
product requires skills similar to those used by evaluators. Although this



text and the examples it uses reflect the fact that most well-known
program evaluations have been in publicly funded organizations, the
principles of program evaluation have wide applicability.

The first four chapters of this book provide an orientation to the field and
, an overview of the methods and goals of program evaluation. In Chapter 1
we describe organizations and the types of programs and services offered.
The people responsible for these organizations have many questions about
how to plan the programs and judge their effectiveness. The contributions
of program evaluation to the various stages of program development and
implementation are illustrated.

An overview of the approach evaluators take in preparing to conduct
program evaluations is provided in Chapter 2. Often program evaluations
succeed or fail due to decisions made during the initial contacts with
program managers or sponsors. The principles described apply to all the
types of evaluations discussed and illustrated in later chapters.

Because program evaluation is essentially a science of information and its
utilization, evaluators must be prepared to assess the quality of the
information forming the basis of their work. In Chapter 3 the reader is
shown the major ways of gathering information on service programs and
how to judge the quality of information obtained. This presentation
reflects the need for multiple sources of information in evaluation work;
various sources have different strengths and weaknesses. The chapter
should expand the reader’s appreciation of measurement principles in
applied settings.

When research is conducted in organizations serving people’s educational,
heaith, employment, emotional, and other needs, special care is exercised
to protect the interests of the students, patients, employees, and clients of
these organizations. Chapter 4 deals with such ethical issues as well as with
the conflicts of interest that ean arise when data are collected in
organizational settings.

How This Book is Organized - P
The chapters of this book are arranged in a systematic fashion that reflects
the steps followed in conducting a program evaluation. The flow chart that
precedes this introduction provides a preview of what is to come. The
reader can keep track of how each chapter fits itifo the organization of the
text and can identify the major aspects of the progrim evaluator’s
responsibilities by referring to this figure now and as the course progresses.

We hope this text imparts some of the excitement of participating in the
growing, developing field of program evaluation: the field is not fully
defined, its techniques are varied, and conducting a program evaluation is
challenging. We believe that it will continue to have a positive influence on
__our institutions and governmental agencies. ;.

2 An Mo‘ Program Evaluation



1
Program Evaluation
and Organizations

FI

'—%ﬁhewlmtwn is a new and exciting applied social science, Ap!%ﬁchve

“sécicty recognizes both the impottance of human resources and the impor- -
McQofgtOVIdlng human services in an efficient manner. Program evaluators
‘provide information about human services in the same Way accountants and
‘auditors prtfvxde information about financial resources. The mission of pro-
gram.evalumon, or simply evaluation, is to assistin improving the quality of
human servi¢es: More specifically, program evaluation is a collection of meth-
ods, skills, and sensitivities necessary to determine whether a2 human service
is needed and likely to be used, whether it is sufficiently intense to meet the
need identified, whether the service is offered as planned, and whether the
human service actually does help people in need without undesirable side
effects. Through these activities evaluators seek to help improve programs,
utilizing concepts from psychology, sociology, administrative and policy sci-
ences, economics, and education.. Before ducuﬁmg specific applications of
program evaluation methods, we will m:ﬂn field as a whole and illus-
tratéﬁw evaluatmn and evaluators fit irito 5

ou.myoasummmt’

No longer is it assumed that well- mﬂning mdmduals or groups who institute
a new health, education, training, reﬁnﬁilﬁahon or other service actually help
people. The rejection of the assumption that all human services help people

3



receiving the service has made the efforts of many people who teach, counsel,
provide medical care, or work with community groups more challenging—but
possibly more productive. Today innovative programs as well as expansions of
standard services can seldom be funded without some means of demonstrat-
ing that the costs of the service are justified by the improved state of the
clientele. Although Congress initiated the requirement that services sup-
ported by federal grants be evaluated (see, for example, Neigher et al., 1982),
the source of a program’s funding has little effect on whether the program
must be evaluated: It must.

The increasing use of social science methods to improve the effective-
ness of human service programs and institutions made evaluation a “growth
industry” during the 1970s (Guttentag, 1977). There were several reasons fot
this growth. Well-meaning, expensive, and ambitious attempts to overcome
the effects of disadvantaged backgrounds during the middle and late 1960s
were by and large ineffective; at least the impact of these efforts did not
measure up to the optimistic expectations held by many program developers,
government officials, as well as the general public (Cook and Shadish, 1986).
During the 1970s considerable caution was expressed about beginning na-
tional programs whose effectiveness had not already been demonstrated. Bor-
uch et al. (1983) show, however, that such warnings were often not heeded.

Besides the need to show that proposed programs will be effective,
there are persistent needs to demonstrate that existing programs are worth
having and are managed efficiently. Frequently, government programs are
not explicitly terminated. Instead, new approaches to problems are jmple-
mented alongside of old programs. Some have suggested that programs be
authorized for a specific length of time—five years, for example. After the
specified period of time expires, the program goes out of existence unless its
success has béen documented and it has been reauthorized (Chelimsky, 1978).
Although federal legislation has not been passed requiring this degree of eval-
uation of federal programs, this idea illustrates a rigorous use of program eval-
uation methods to guide legislation.

Ditficulty in Defining and Measuring Resuits

L ]
Another reason why the demand for the evaluation of people-oriented ser-
vices grew is that it is difficult to describe the intended outcomes of human
service organizations as compared tothose of product-oriented organizations.
Whenever the intended outcome is hard to define, assessments of success are
very complicated. Industrial firms make things that can be seen, weighed, and
counted. Department stores, supermarkets, and bakeries sell merchandise. To
evaluate the success of such organizations is easy—at least in theory. To judge
success, it is necessary to determine whether the products were in fact made
and sold, and whether the amount collected for the products exceeded the
cost of making and selling them. In practice, these questions are complex,
due to the nature of large businesses; however, the approach to judging the
ultimate success of such an organization is easy to define and widely ac-

4 An Overview of Program Evaluation



cepted. Of course, the ways of improving the profitability of a company re-
quire one to pay attention to the human resources of the organization.
The use of human resources is just as important as the use of financial
resources; however, for many human services, the nature of the “products”
is as difficult to describe as are the methods of assessing their quality. What
are the goals of a remedial education pragram? How do we know that a child
“has obtained what a program was designed to offer? When is an injured per-
son rehabilitated? What level of rehabilitation should be hoped for?-If the
state provides hot lunches to a school, but the children throw out the vegeta-
bles, is the program a failure? Should we change the menu or teach nutrition
to the parents? If, after marriage counseling, a couple gets a divorce, was the
counseling inadequate?

Regulation of Human Services

If human services were available only on a fee-for-service basis, evaluating
them might be left to free-market forces. The services that were purchased
would, by definition, be successful; unwanted services would fail because
there would be few, if any, buyers. The free-market approach has not been
permitted to govern the field of human services. There are two major reasons
why this is so. First, it has been assumed that the public cannot easily differ-
entiate between poor and good human service providers. How many patients,
for example, can really tell when a physician is competent? For this reason,
physicians and many other service providers are required to obtain a state
license before providing services to people. Traditionally, qualifications for
offering services were based on training; however, a trend is developing that
would require a demonstration of skill before licensing.

A second reason why free-market forces do not control human services
is that the recipient usually pays for the service indirectly. Private insurance
companies, large charitable organizations, local governments, and, increas-
ingly, federal and state governments cover the costs of many human services.
Once a service program is developed, the intended recipients have little to
say about how it is administered or what is provided. However, it is important
that insurance and public funds be used wisely and productively. The need
to demonstrate the effectiveness of human services is critical.

HOW PROGRAM EVALUATION IS USED IN
ORGANIZATIONS

Types of Organizations Requiring Evaluations

The preceding paragraphs have been very general, and the reader may héve
had some difficulty knowing just what sart of activities are being discussed.
The following is a brief discussion of the types of human services that can
and ought to be evaluated. .

5 Program Evaluation and Orgam'zation&



