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COMPTROLLER GENERAL OF THE U"NITJDD STATES
WASHINGTON, D.C. 20348

for a number of years, the General Accounting Office has
been expanding the sccpe of its work and the capability of its
staff to review the results and effectiveness of Government
programeg,

The Comptroller General 1is given very broad responcibil-
ity and authority for the eveluation and analysis of Federal
programs and activities under the budget and Accounting Act,
1921, and the Accountinrg anada Auditing Act of 1950. Sec~
tion 204 of the Legislative Reorganizction Act of 1970 supple-
mented our authority and indicated current congressional in-
terest in analyses of programs. The amendment to section 204
by Title VII of the Congressional Buvdget and Impoundment Con-
trol Act of 1974 furtnher strengthened the congresc.nnal em-
phasis on the evaluation of programs, the statement of legis-
lative objectives and goals, and improved methods of evalua-
tion, Such work is carried out by all perts of CAQ in connec-
tion with our general review, evaluaticn, analysis, and audit
functions.

The 1974 amendments to the 1270 Act reduire, among other
things, that “"the Comptroller General shall develop and recom-
mend to the Congress methods for review and evaluation of agov-
ernment programs carried on under existing law." This dralt
document is a first step in collecting and disseminating gen-
eral conceptc on these activities and how they are related to
other activities in the continuum cof decisionmaking about
Government programs. The document adds to guidance contained
in Standards for fudit of Governmental Crganizations, Pro-
grams, Activities and Functions, issved in 1972, which in-
cludes in the full scope of such audits a review to determine
whether desired results are effectively achieved.

This decument is intended to be »f value to the novice
and the experienced practitioner whethsr engaged in financial
audits, program review or in program evaluation or analysis.
There are many good text books available for use by the
sophisticated evaluator or analyst and therefore it was
decided to address this document to those professionals in-
cluded in variocus types of revicws in order to place in per-
spective the need for and value of program evaluation and
analysis to support decisionmaking.

. BEST DOCUMENT AVAILABLE



We are requestiny comments from major Federal agencies
and certain committees and Members of Congress on this draft
document. Because of the wide general interest in this subject
matter we have elected to publish the draft as an "exposure
draft"” to make it available to other interested parties as
well, We would welcome corments and suggestions which any
reader 1ay care to offer on this document hefore it is final-
ized. 1If you care to offer comments, please send them to
the Director, Office of Program Analysis,

7 A s

Comptroller General
of the United States
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CHAPTER 1

I4TRODUCTION

Lot -ars, a rmultitude of new vrogramc ove
e with the problems of our societv, and
.. .ui©0S Fhave increased at a very ranid rate.

cen

V-

s}
~
'

AL oo R wrking?  Are the funds bheina svert on
ORI o "ma the results desired? 3re there
Lot ber wevs -0 i on oad colve cociety's nroblems?  And,
T .l ota wrodrans commensurate s ith the funds
ve Jwmsnr s aha adencies entrusted with nublic resources
and the author:ty for applying ‘them have a resoonsibility to
F

ancgwer these cuestions--to render a
activities. Government nanagers have a resoonsibility to
show 2ot onlv the nurnose for which public resources were
vsed, but alse 1o demonstrate the effect of their use.

The resnonsibility for rendering Such an accounting
reste first oo th- executive agency adrinistering the orooram.
Adninistration .-auiree that wrogran mananers know what

oo ooomn el to them are accomplishing and whether
fesuite wevnt o improved. Ceptral mananement aagencies--the
Giliow -0 Te....onent and Budaet or the White Youse, for

Excu e Taeed Lo Know wroarans are working ecither throuagh
their own efforts or throuah the review of the apnraisals of
manaaing 2aenciec. Finelly, the legiclative branch is
resoonsibl o monitorina and oversceing Federal nroqrams.

S S T T PR . v leg.slation, aonropriations,
i ’ B ~2rsight and 1invectigetions
NG LCa L e . 1luav..tive braench to make its own

appraisals o wivy.wee wod wo ake use of aonraisals made
by the executive branch.

The uacseiaw.. choices about oroqrams--decisions about
wnether to do or not to do somethina--will be policy choices,
However, Dolitical leaders, »ublic administrators, and the
public need as much informwation as poszible on the choices
that must be madc. This need Lis stimulated the develonment
of an art s L ! am evaluatior and nolicy

analysis. This ac’ o fficiently developed to
TCIiit pevowewwON ir oo -+ - overing "how~to-do-it” in
ve.; watlate.s., It is ¢ o« 7 lving., While recognizing

S

this, we also iecounize that cccisions must and will be
made by leaislators and executives faced with the task ot
formulating and reformulating oroarams to deal with the
nroblems of our socioty.
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Thus, we offer this document as a [irst s.ep in col-
lecting and disceminating lessons learned in GAO ana 2lse-
where aboat aralveis and evaluation. While a comewhat more
technical definition 1s set forth in the Lndyv of the document
Gew~tally spechkina, we off~r this gquidance for the use of
anvone whn is "evaluatipa” sroarams ond “znalvzina® opolicy
choices in the sence of engading in a careful appraical of
wnat hauvpcned, wiv it havoened, what chiolces are avairlable
for future actions, and what the imnlicaticng re ¢f trose
chuices. We intend i1t for use hy all verzons whe are con-
cerned with this nrocess whaotever the academic discizline or
professional hackaround from which they azoroach the »nroblem.
while this statenent 1s addressed orimarily to practitioners,
we hope it will also be a useful reference document to those
who, as legislators or maneajers, for exanwlz, are interested
in the products of evaluation and analysis.

The concents and guidance which we offer muct be adept:d
to specific prograr situations. We recoan’ze, fer examnle,
that program objectives are scldom as ciecallv ctated or agreced
uoon as would be desirable for evaluative purvoses; that no
progran onerates 1n isclation from other =ocial or econonmic
events; and that nata and mecasurement tecanioues are almost
always less adeouate than desired. It 1s in the adaptation
of tne ideal and the theory to the svecific situation that
the persons doing the work show their worth., The judgments
involved in the identification of objectives, the selection
of cdata and measurement technicues, and the evaluation of
external factors transcend in importance ar, "rules” which
can be nrescribed ir a document of this sort.

The chapters which follow dizcuss the framework within

which thesge activities are verformed and vnrovide both con-
ceptual and practical gquidance.
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CHAPTER 2

THE_PUBLIC_DECISIONHAKING PROCESS

There are many reasons for governmental activities.
For example, natinnal deofense is nrovided because there is
no suitable ovrivate aliternative. The rrovision of free
nublic educationr reflects socicty's preferentes and itso
notions about its own long term welfare. Health and a3ty
considerations lead to the requleticn of »rivate activitics
to avoid adversely affectinag the public's well-being, #Al:zo,
there are tax incenfives such as the invoscment tax credi+
which affect the perfiormance and growth o. the U.53. econcry.
The validity andé relevance of such 1overnmental activitiec
may be guestioned. Analysis, evaluation, angd related activi-
ties should heln decisionmakerc in resolving thee. cuestions.

The private mcrket place has limitations, narticularlv
because it does not preoduce certain geeds with high cocial
value. It does not alwavs prov:de adeguate information,
sufficient competition, efiicient Zesigns or agualities of
certain aoods, desirable distribution of income and wealth,
or decirable modifications of consumotion patterns. DBut,
resorting to governmental action because of these failings
does not automatically insure that the same or other failings
will not occur. The effectiveness and efficiencv with which
the Government meriorms its functions must also be weighed
in deciding whether governmental action should be enhanced,
changed, or in some cases, is warranted at all.

Each year as lcaislative, budgetary, and annronriations
decisions are being considered, the practical issue remains:
what does the public need and how are priorities established?
In a democracy, the political process is relied umon to exam-
ine and determine public needs each vear and to set oriorities
as to how such needs are to be met from public funds. Elected
officials are responsible for learning and reflecting their
constituents' needs and proposing programs or program changes
with reguisite funding levels to assist in determining priori-
ties for action.

But for the work of elected officials to have meaning,
accurate and relevant information must be available and
useful debate must take place. The approaches and techniaues
of analysis and evaluation can be used, not as a reulacement

for, but in support of the judgment of those persons and
groups involved in public decisionmaking.
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YHE_RESQURCE_ALLOCATION PROBLE
Governm=nt actions cenerate nenefits and incur costs.
These benefits and costs zhould bLe hroadly delinel to include
oy beth social and nrivate asoects. The key clements of the
prohlem of choice are;

- ~-~Government objcctiveo are achieved Ly develoring,
. adonting, end implementineg nolicies ond DY creoctine
B -nd cnerating orograre, =11 of wn‘c! COnT TR or

A
% n

trancler recources--tangi~le and ~annibhle.,
--There are many puhlic nceds. These neceds are larce
and constantly changina. Demands for resources
are nuch Aqreater thai the resources available.

-~-Decisionmakers must choose amona comneting objectives and
amonag the alternative pbragrams and policies capsble
cf mecting the chosen objectives at desired and afford-
zble levels o. achievaement.

Thus, decisionmakers are inveolved in the -rocesc of
allocatina available resources ement comnetina demands so
as to achieve the qreatecst overzll level of neot benefits
possibla. At the sate tire, full corsideration is aiven
to the reouirements of justice, emuitv, and nolitical

ealiry.

ISSULS_IN RESOUFCE ALLOCATICH

Most orograms are interdenendent ard aftect vore than
one of society's goals. This leads to a noed for uce of
evaluation and analysis in two resource allccatiorn issues:
{1) choices within a major riogran ares, and {z) choices
amona major Drosran areas.

For chotces within a2 orucram ar->, the {~llecwing cues-
tions are often nosed: Is there an cowrooriats level of
a given objective and are there nreforred alternatives for
- reaching that level? Are tnere ¢f “tacles to accentance ang
ol implerentation ¢f an otnerwise nreiorred alternative and
what would Le the costs of overcoTint the obntacle:? Are
- there ecuitv considerations connecrec with the lecding
- alternctives? S - -

Jor choices among major program arcas, similat oues=—
tions are relevant. Judqgments that are made by decizion-
makers concerning relative irportance of the various ohjec-
tives will affect the assignment o resources aroeng those
objectives.
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solution of resmource allocation .(ssucs sheuld -estlt
in any of a nurne: of actions: (1) contipue, modily
gbandon exisuving colicie~, (2) adoot new policies

Sy

or

YR
.

{1} continue, rodify, =xc 1, redvre, or phane oot irrent
nrograms, z2nd (2) crezte noa Drdc srsg,

T2 Jdecisionmakinz rrocess and the rajarionshivs amoana
ite vomwonent functicnz do not necessarilv 1ollow a or>deter-

minrd Secudnce In a rcal sense, the decision nrocess and
tne functions cof evaluation and analyeis in narticular h3vn
10 hedinning and ne cned,  They are concurrent and continuaows
DroCesses,
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CHAPTER 3

The perspective of evaluation and analysis covers a wide
range of activities and piurposes and can provide an important
and continuing contribution to the ongoing decisionmaking
process. Important contribulions are made by revizws Krown
as program audits, budget examinations, managewent analyses,
planning, institutional research, program budgeting, s/stems
analysis, and engineering economics, as well ag by orocram
evaluation, policy analysis, cost-venefit aralysis, etc.

The specific tyre of review necded depends, in part, o7
the pmarticular issues raiced or questions asked and ths foouz
of the iaquiry on the warc of the decisionsaker. 1f tinanc:ial
information is neeavd 2Zcout 3 Sovernment acdgency ar cornora-
tion, an audait of the resulte of operation ana financial con-
dition for a gJiven veriod .gay e the agprovriate form of re-
view or zralysisz nended. In cncther ~ituation, there may oe
concern pout ta- Aanagersat roa oroaram, In walch cass ¢
ganafesony revisw Or EnalvSls may De aTprosnrlate that is
girected more towards tne effectivencss of the organization,
managevrent, ana staffinag.

General »rogren reviews tanat 1onk ot nregram effective-
ness nd consesguences, as well as ~ana 3ewent effectiveness
are gcofur to che Jecirsiong2ke” in dctvtm ning wnhether the
Jrogram L€ meetind thne cctablicned oojoctlives and wneother
there are cha“voé necaad to improve tqe srogram efficiency
ané efrectiveness. & comdrenensive review of an existing
proygram nay consider the overall serformance of the orograir,

N
“
including an evaluaticy and analysis of performance on any
numner of criteria. Consideration of alternatives nay alsc
be incluaeaqd.

It should be recogaized that traditicnal oerceptions of
the terms evaluation and analysis tern” to overlao, In some
cases, the two terms are used interchangeebly; in other cases,
evaluation is vieweda as a source of information needed to per-
form analysis. Tne distirctions between evaluation and analy-
sis have tended to focus more upon the phase of development or
implementation of a program or activity than uovon the vrocesses
or techniques used.

According to these perceptions, evaluation attempts to
appraise and measure the actual inouts, orocesses, nttcomes,
and operational settings of one or more ongolng Drograms oOr
policies in oréer to compare these findings with those whicn
were anticipated or assumed; it then seeks to explain the
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differences and to suggest alternatives for improvement.
Analysis searches for alternative policies and programs for
achieving public objectives and attempts to assess and compare
their anticipated costs and benefits over time, as well as
their other conseqguences, in order to provide the basis for
better future choices.

CONCURRENT PROCESSES IN THE CONTINUUM

A more general view 1is obtained by starting with t.o>
two basic gquestions which decisionmakers, and their staff.,
face: (1) What actually has happened as a result of past or
current policies and programs and what have we learned? and
{2) what should be done in the future and what are our op-
tions® Answering these questions can, in turn, be rouqghly
translated into broad classes of activities: appraising
the results of policies and¢ programs and 2ssessing alterna-
tive policies and programs. These broad activitiecs include
respectively, activities called policy and program evaluation,
and policy and program analysis. The broad activities also
include the variety of review types listed vreviously when
they performed studies having similar purposes.

An example of the interaction of these concurrent proc-
esses in the continuum is shown in the following illustration,.

After the issue or new need is identified, assessment of
alrernative solutions is undertaren. A systematic attempt
should be mede to assess the conditions resulting in the iscsue
and to analyze ways to improve the situation. Alternative ap-
proaches, develoved as part of the assessment, do not normally
contain the level of detail that would be needed for actual
implementation. For example, after the decisiocon choice is
made on & program to be implemented, program initiation would
also require a detailed plan that specified some or all of
the following: physical resources tn be acquired, the acquisi-
tion schedule, appropriate processes and technologies to be
employed, investment and operating funds needed, and capital
facilities to be in place to provide the scale of operations
desired.

An important consideration is to build into the implemen-
tation plan, specific provisions for gathering information
necessary for a comprehensive and valid appraisal of results.
During the implementation phase, such information should be
gathered, including, whire possible, the effects of any
cnanges in the implemen-ation plan,

As required to support decisionmaking, further assessme:t

of alternatives shcould take place concurrently with appraisal
of results during the operation of the program. Appraisal of
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EXAMPLE OF THE CONCURRENT PRCOCEESES IN THE CONTINUUR
(FOR A NEW RNEED AND NEW PROGRAN)
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results without such assessment provides enly limited insights
into the desirability of new alternatives; assessment of alter-
natives without sound appraisal of results lacks credibility.

A high degree of interaction exists not only within the various
phases of an assessment or appraisal, but between these two
processes. If these interactions and feedbacks are 1gnored,
the guality of both efforts suffer.

At the conclusion of any major effort in the concurrent
prccecses, the original or modified issue or need should he
reviewed again and the question asked: Could a comparable
level of resultg, effectiveness, or benefits have been achieved
at lesser cost; or for the same costs could greater effective-
ness, or benefits, have been realized? Could these more de-
sirable outcomes have been achieved by reshaping or redirect-
ing the current program or policy, adopting some previously
suggested, but rejected, alternative; substituting some wholly
new alternative; or creating some combination of the foregoing
possibilities?

Real world decisionmaking and many of the activities
which support it are complex, uncertaln, hurried, and subject
to all kinds of constraints; some understandable and some
seemingly arbitrary. Evaluators, analysts, and other reviewers
can do little about these difficulties, but if they understand
the complexity of the situation, they car perform in a way
which is of maximum usefulness under the circumstances. These
difficulties are compounded by the existence of competing or
complimentary objectives {(or their related programs) which
may also have to be considered.

ROLES PEGPLE PLAY

The distinction between the concurrent activities on the
one hand and the people or organizations that perform them on
the other hand is 2an additional sourcc of confusicn. As noted
earlier, appraising policy end program results and assessing
alternatives are related and mutually reinforcing processes.
These processes, however, can be, and freguently @re, per-
formed within a single organization and often by the same
person. This has the significant advantages of efficiency
and c¢f keeping the practitioners of the various skills aware
of useful interactions.

In the real world situation a variety of people are in-
volved who have different backgrounds and call themselves by
various titles. Many of these people move between appraising
the results of policies and programs and assessing the alter-
natives for improved choices in the future. At times, these
penple may be emphasizing the assessment of alternatives, at
other times the appraisal of results, and sometimes they may



be doing both together. People who gain their first expecrience

in one activity move throughout the continuum and interact
with other people having other experierce when working on a
particular study.

This document is cimed primarily at the variety ot staff
personnel who perform the activities just discussed. The most
technically oriented evaluators and analysts should also find
it of value, but the emphasis here--3as it 1is in actual
practice-—is not on advanced quantitative technigucs but on
essential concepts and basic approaches. 1In this respect, no
group or profession has .. monopoly on the talents reguired of
a gocd evaluator or analyst. The basic prereqguisites are
(1) an inquiring, skeptical, challenginc mind, (2) the ability
to think systematically and rigorously, and (3) an openness to
rnew lideas. This mind-set obviously needs to be coupled with
an apprectiration of the uses, powers, and limitations of such
fields as economics, statistics, accounting, operations re-
search, etc., When high levels of skill in these and other
areas are judged appropriate, the practicing evaluator,
analyst, or other reviewer should not hesitate to call on the
needed experts.

The follywing section focuses on those ideas, concepts,
and approaches which are basic to appraisals of policy and
program results and to more insightful assessments of alter-
natives for improvement.
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AND ASSESSING ALTERNATIVE APPROACHES

The previous chapters discussed problems and issues in
public decisionmaking with particular emphasis on resource
aliocation, and on the centinuum of evaluation, analysis, and
other review functions which support decisionmaking. This
chapter discusses the methods and concepts associated with
evaluation and analysis.

The discussion that follows focuses o

-—understanding fundamentals in appraising results and
assessing alternatives;

--appraiszing policy and program results; and

--assessing policy and program alternatives,
Obviously, the degree to which the methods can be applied in
a particular case depends on the specific problems to be con-

sidered.

UNDERSTANDING FUNDAMENTALS

The activities of appraising results and assessment of
alternatives share a number of c¢common methods and techniques
and also share certain fundamental concepts in which the mode
of inquiry is essentially the same. These fundamental con-
cepts include:

--Ascertaining users' needs.

--Defining the nature and scope of the problem.

~--Determining valid objectives.

--Specifying comprehensive measures.

Ascertaining users' needs

An initial task in either appraising program results or
assessing alternatives is to develop a clear understanding
of the decisionmaking needs. These needs can generally be
summarlzed by answering a series of questions.

11



--What is the problem that is at issue?

--Is there dissatisfaction with effectiveness or con-
sequences of the policy or program?

--what uses are to be made of the information to be
collected?

~-When is the report needed?

It is helpful to make some distinctions among the varicus
particivants in the dorisiocomaking process. Some may already
have an understuanding of the nature of the problem they facc,
what they want to know, and why. Others may only have a general
perception of the problem and what needs to be done about it.

In the latter case, a more extensive discussion of these
funcamentals mav be needed ‘.0 develop the basis for a study
ihat will be useful to these decisionmakers.

1t is important to recognize different viewpoints and
interests among participants in the decisionmaking process.
The official sponsor may be a congressional committee, whereas
the real user ¢f the study may be one member of the committee
or the committee staff. Other participants in the process in-
clude the marager of the program being evaluated or analyzed
and those with only a minor or pevipheral interest. Another
congressional commnittee, the Office of Mailagement and Budget,
or a private organization, such as an association or government
contractor, may become increasingly interested as the study
progresses.

In developing a clearer idea of any of these partici-
pants' needs, attempts should be made to elicit and clarify
information on the nature of thre orcblem or issue as it is
currently understood, the general context of the problem, and
parts that appear to require spccial 2mphasis. Specific
attention should be given to the order of priority in ap-
proaching the various paruvs of the problem and to varticular
points of information or insight essential to making the
decision or nmneeting the decisionmaker's needs. The bureau-
cratic or political context' in which the decision will pe
made needs to be understood. The time available for the
studyv effort, and the critical points at which specific
items of irforrmation are needed should be ascertained.

It is essent.al that the participants in the decision
process, together with those persons responsible for the
study, share a common understanding of the nature and scope
of the issues at stake.
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A full and correct understanding of the nature of the
proplem will be zided by (1) considering its origin, if
known, (2) reviewing legislative hearings, reports, and acts
associated with 1it, {3) inguiring into the history of programs
aesigned to-déal with the niohlem, and {4) examining past
aralyses, evaluations, audlits, and budget examinations of the
same or related 1issues.

The desirable scope of the effort is dependent not only
.0 lidentifying the quections which it would be uscful to
answer, but on the availability of methods and data which will
provide insights into the solution. There must be a balarce
between desired scope and such things as precision in the
methods. The magnitude of policy implications--such as
widely held opinions that there is & need for changing the
direction of a program--and the degree to which the c¢onclu-
sions of the study cculd affect decisions shru.d be ascer-
tained. A shared unuerstanding of the scope of the study and
the objectives and measures of the policy or program are =he
foundation for defining the initi:l direction of the stud:
effort,

Similarly, understanding is needed of the coverage re-
guired in geographical terms (regional, State, local); on
areas, populations, individuals or units to be included: and
on the scope (how many individuals, approximately  how much
information frcw each, etc.). The scor: of coverage together
with the timing provides for the logiwtics of the work. For
example, indepth work may be under :aken at a small number of
locations, less detailed work at a iarger number of locations,
or some combination of these.

Determining valic objectives

The objectives--the benefits desired to be achieved--
inherent in the policy or program at issue frequently are not
stated clearly and precisely. The original svonscr: of the
policy or program may not have had a precise idea of the end
results desired. Formal statements of objectives may be in-
tentionally ambiguous if it is easier to obtain a consensus on
action. Value judgments underlying the objectives may not be
shared by important groups. Consegquently, the end results in-
tended may be perceived by some as implying 1ill effects for
them. Furthermore, explicit statements of objectives require a
specific assignment of priorities and commitment of resources.

3tatements of objectives should:
1. Capture a complete understanding of the intended
benefits.

2. Recognize any unintendcd adverse consequences.

13
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3. Tnclude important qualitative aspects, even though
measuring degrees of attainment may be exceedingly
difficult.

4. Take account of multiple objectives which may be 1in
conflict.

The importance of takincg such a comprehensive view cof
objectives cannot be overstated. Oversimolified state-
ments (1) will not capture all essential «spects of tne ef-
fects intended, and (2, may contain implied conflicting
conseguences for groups other than the intended beneficiaries
(e.g., "to eliminate hunger" or "to achievz energy self-
sufficiency"). 1Implied objectives may represent desir-
able end results. Ior example, a summer employment program
aimed primarily at increasing earnings of young people may
be viewed as reducing the prospect of civil disorders. Evern
desired end recults meay not all be achievable simultaneously
and may be irterdependent.

Oversimplified statements may result if activity mile-
stones are contained in them (e.g., "to 1ncrecase the namber
of emergency rooms by 20 percent by 19746"). An objective
stated in tnis way overly constrains an assessment of alter-
natives, the purpose of which is to determine efticient levels
of attainment of an ultimate henefit. A better statement
might be, "To reduce deaths, additional complications, dis-
ability, and suffering of persons with acute injuries or
disabling conditions by improving the availability and quality
of emergency care."

In appraising results of ongoing programs, if standards
or activity milestones have been furnished to managers, they
should not be accepted uncritically (e.g., a specified
student/teacher ratio). An attempt should be made to find
whether deficiencies in attainment of the miles:ones are
caused by unrealistic expectations or by the way tne program
was implemented or operated.

A shift in objectives can occur over time and care must
be taken to assure that statements of objectives currently
in use are still accurate. For some, the objective associated
with the national 55 miles per hour speed limit has changed
from energy conservation to -afety.

Determining valid objectives is a complex and frustrating
task. A study may have to proceed without fully satisfvirg
these requirements. If this is the case, objectives shoulli be
reexamined and clarified as the study orogresses,
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Specifying comprehensive measures

valid measures of policy and program conseguences are
required for both appraising results and assessing alterna-
tives. Objectives and reasures of consequences are inter-
dependent. The guality of each depends on the other. Meas-
ures should be used which cover all aspects of a given objec-
tive., Ideally, measures should

--quantify the extent to which the objective{s) are or
would be met--"effectiveness” measures;

~-capture qualitative aspects of the conseguencec--
"intangible" measures;

--guantify, to the extent possible, side effects--
"externality" mcasures;

~—gquantify, to the extent poscible, the ditfferences of
impact on the beueficiaries and the cost-hecarers—-
"distrioution" measures.

When appraising program results, it may be decided for prac-
tical reasons to exclude externality and Jdistribution meas-
ures, since it is difficult to sort out these effects and
directly attribute results to a specific policy or program.
Fer intangible mcasures, some qualitative indication of rela-
tive magnitude snould be used (e.g., ratings by clients re-
flecting their satisfaction with the guality of a service).

Data may not be available on the desired measures, or
if available, it is obtainable only at high cost. 1In these
cases, surrogates will have to be used. For example, the
schclastic aptitude test is used to measure likely achieve-
ment in college, When surrogates are used, their validity
should be established.

There is 2 temptation to define guantifiable measures,
especially of effectiveness, too rigidly or nerrowly. For
example, in evaluating a public employment program, a suc-
cessful participant might be specified as a3 person who is
employed 1 year after comvletion of training. If the partic-
ipant worked one way less than a year, would he be viewed
as unsuccessful? Suppose the participant only occasionally
held a job, but happened to be vorking a year after the pro-
gram. Should this be counted as a success? The range and
distributicn of outcomes would be appropriate in this case.
For example, data on the percentage of persons holding jobs
for various lengths of time after training would provide a
more meaningful picture of real outcomes.

o e P .
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There 1s & high degree of interaction among these
fundamental concepts. A clear understanding of what is
needed for the dccisionma<ing process, of the nature of the
problem, and statements of objectives is necessarv in order
to assure that a meaningful and feasible s>t of mecasures has
been specified.

APPRAISING_POLICY AND PROGRAM RESULTS

The process of ajyvraising results should heqin concur-
rently with policy or program ismplementation and conlinue
as needed during the operation.

After the fundamental concepts discussed above are
understood they must be further develoo~d throuch avpplication
of other more specific concepts and methods including:

--Making valid comparisons.

--Developing needed information.

--Interpreting program results.

--Checking the completeness of the avpraisal.
Making valid comparisons

Comparison is the essence of appraising program results.
The measures need tov be compared with some goal or base.
Various bases for comparison must be develoned with the
decisionmakers wh> know whether their focus is on resource
input (e.g., mixture of paraprofessionals, nurses, and physi-
cians); operational process (e.g., scheduling of surgeriesj;
outcomes (e.g., disability days averted); the operational sct-
ting (e.g., interaction with other outpatient and inoatient
facilities); or some mix of these.

The measures that are selected in a specific study need
to be compatible with and directly relatable to acceptable
bases for comparison, for examole, to legislation. This may
not be possible 1if the bases and objeccives are not clear,
changes are taking place, or for other reasons the bases are
arbitrary.

Other sorts of comparisons may be useful. For exzmple,
comparison of planned variations of an existing progaraus may
help to identify important characteristics. A comparison
of similar programs will assist in identifying potential im-
provement. - ’ h
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Proyram comparisons are attractive for several reasons,
They (1) provide information oa effectiveness of alternatives
in comparable terms and for the same time period, (2) reduce
the need to rely completely on the elusive "cortrol" of experi-
mental methods applied to one project, (3) provide a richer
source of knowledge for judgmental interpretation, (4) helo
generalize the results if widely distributed “representative”
projects can be included, and (5) offer an opportunity to
icentify exceptional performance and to study what is opera-
tionally different about those projects.

On the other hand, program comparisons comprehensive
enough to yield the above advantages are costly and difficult
to manage. For example, although "planned variations" must be
carefully documented at tne outset, once in operation they
will seldom be trece of further changes, which also must be
documented. It shouls be noted whether such changes are
"posirtive" (eftorts t. ~pily even better methods) or "nega-

tive" {resistance to adopt:  the preccribed methods).
Once the nature ¢i commnar 1§ 1s established, a series
of additional questions directiy relating to the problem at

hand should be raised. Some of these are posed as hypotheses
which the appraisal aims to prov2 or disprove. When either
formulating hypothesc: (for appraising results of experimen-
tatiorn, planned program variations, or pilot studies) or gques-
tions, care must be taXkrn to assure that they allow an ap-
praisal of whether consequences or impacts are attributable

te the program or to some other causes. A decision needs Lo
be wawe whether only descriptive findings will suffice or
whether 1t will be necessary to demon.trete significance of
results or differences in effects.

Choice of 2z comparison approach depends both uvpon the
guestions to be asked and the availability of data. This is
not only procedural but involves also questions of access,
comparability, restrict:ons on collection and use of confiden-
tial 4ata, etc. These problems may be more severe than many
evaluators, auditors, examiners, and others realize. This
means tnat analytical methods which maximize the analytrical
value ot cach bit of data are needed.

It is not always possible to use the best theoretical
method uveccause of data problems. Gome methods may be im-
practical if data are too highly aggregated, incomplete or
missing, or it may require "patch up" efforts after the
evaluation is underwav.

BEST VUvumLivg AVAILABLE
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Some major comparlson methods are:

Experimental methods--attempts to measure the results of
the program as thouqgh everything else is held constant.
This is done by measuring the difference, in terms of the
meacsures o0f success, between those affected by the program
ard a control group who are not. This is the preferred
method for evaluation of social experiments, but it can
also be used for any evaluation when the essential re~
quirements of random assignment and controcl are feasible.
This 1s the approach that was used in the New Jersey Nega-
tive Income Tax experiment. In that exveriment, several
different amounts of monetary incentives were given to
different groups of families in the same situations to

cee what effect the incentives had on work and srending
habits. Responses were compared with the habits of fami-
lies in the same situations which received no monetary
incentive from the experiment during the same time.

Experimental designs require that the affected group and
the group not affected possess similar characteristics.
This is the reason for a strict requirement that the po-
tential participants be randomly assigned so that each
one has the same chance of alsignment to either group
before the program begins. Unless randomization is
achieved, therc is nc assurance that the results are
attributable to the program. For example, unless rai-
domly assiyned, eligible participants in a social prograsm
might enroll pecause they are more perceptive and desire
the benefits more than others who are eligible. This
biases any comparison of the response or performance of
the two groups because thelr motivation and other charac-
teristics were not the same,

Non-random_comparison group methods--are commonly usea
when the requirement for strict randomized control cannot
pe satisfied. Attempts are made to make the comparison
group as similar to the experimental group as possible by
matching individuals with the same sex, age, racial, or
socioceconomic characteristics. The differences in re-
sults between the two groups, the experimental and the
matched cemparison group, are h~1d, as in experimental
designs, to ke attributable to the results of the pro-
gram. However, without random assignment there is
greater danger that the observed results are attribut-
able to nonprogram influences. Other difficulties with
the method include potential bias resulting f-om self-
selection by participants.

BEST IJU\.J'u;d'iL;‘ti. HVHILAﬁLE

13



Time series--in.olves a geries of measurements at
perioaic intervals pbefore the program peuain: and during
the program. FPor example, in evaluating the safecty
results of Connecticut's crackdown on scredinag, 1t was
possible to use time series date collected for scveral
years belfore and after this new ovolicy charge. An abrupt
change 1n such trend data 1s strong ev.dence that the
action taken caused the observed change in the trend.
1f measurements cen also te obtained in another setting
treated as a comparison grovo, additlonel insights are
possible.

Careful interpretation is nceded when using time series
data. Theve may be a time lag between rveceint of services
and the impact on the services. The guection should be
asked as to whether there is one or morc cyclical phe-~
nomena, such as unemployment levels, wnich cause part of
the trend?

The methods discussed above are not exhaustive and there
are other ways of making useful comparisons, However,
the methods discussed are 7Jjenerally considered to be more
reliable than others in determining whether observed re-
sults were due to the program or to some other cause.

Developing needed information

Many information systems are not structured to routinely
capture data nec~ssary for making valid comparisons. Cor-
sequently, a certain amcnnt of ad hoc data collection will
be necessary and repcated appraisals of the same programs
will be aided by building procedures to capture the desired
data. For newly implemented programs, soecific provisions
for gathering information, necessziy to a comprehensive and
valid appraisal, can be incorporated into the implementation
plans. This requires decisions on:

--Precisely what questicns are to be answered.

--Specific items of data required for analytical
methods to be employed.

Selaction, design, and implementation of data collection
instruments may be the least attractive aspect of any ap-
praisal but it is one of the most important. Major sources
of data include:

~-Interviews.

~-Mailed guestionnaires.

BEST uuvuiiiint AVAILABLE
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~~Peer group ratings.
—-Standardized written tests.
--Froject and other program records.

--Federal and State qgovernment statistics, such as
Census Bureau and Bureau of Labor Statistics.

~-~performance tests or other physical evidence.
-—-Clinical examination.

~-Financial, cost accounting, and operational manage-
ment information.

--Documents such as minutes, progress reports, nublic
releases, etc.

Usually, it is helpful to use several sour.es, and there are
opportunities for creativity in design of collection instru-
ments and in analytical designs which merge data from several
sources. It may be very helpful to merge data obtained from
personal interviews (condition of home, etc.) with data 12
program files (achievement scores, etc.). Careful design, in
a technical sense, must be coupled with careful consideration
of preserving the confidentiality of data about individuals.
(See ch. 5.)

Intcrpreting program results
The key point in interpreting the data is to ascertain
the degree to which results, consequences, or impacts are at-
tributable to the progrem(s) or to other external influences.
Freguently the data will reveal only small iampacts. Even
small effects are important, however, because they may be the
only clue availaple to the potential for larger effects which
were either obscured in the data or are achievable only through
greater change in the program. Because of the potential for
largye ecffects to be obscured by the Jata, it 1is important to
examine small effects very carefully.

Even if the results obtained are inconclusive, insights
into the structure needed in further research and evaluation
should pe noted. If valid, dep_ndaple results are obtained,
insights are usuzlly generated concernina @ redirection or
possible termination of ongcing activities, oolicies, and
programs. These insights tghould also suggest the need for
additional assessments of new and different alternatives.
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Those making appraisals have a responsibility to provide
systematic information about the results of policies and pro-
grams, and the degree of confidence attached to these results.
where a high degree of uncertainty exists, it may wreclude
firm recommendations concerning policy and nrogram actions.
When recommendations are made in these circumstances, the un-~
certainty must be clearly coamunicated. Further appraisals
can frequently reduce the uncertainties and provide a basis
for firm recommendations.

It is helpful in preparing an interpretive summary of a
policy or program appraisal to view the interdependent concepts
which have been discussed as a checklist.

Some of the guestions which should be contained in such
a checklist are:

~--Were the reasons for the study fcnd to be valid? Was
the cause, scope, and intensity of the original problem
or issue redefined as part of the study or as a result
of the study? Why did it need attention at this time?
Was full consideraticon given to the expressed needs of
all potential users?

~--Were the objectives clearly identified? Did they shift
over time? Were there implicit objectives?

~-Were any special problems, either conceptual or prac-
tical, encountered in using ingut, process, output,
efficiency, or effectiveness measures? Were valid
standards for comparisons used? Was it necessary to
employ surrogate meessures and what was the rationale
for their choice? What other quantifiable or in-
tangible conseguences were measured and how?

-~Were data collection instruments sufficient under the
circumstances?

--Are findings statistically significant and practically
important? Do they answer gquestions poused at the
beginning of the study?

--Were the hypotheses accepted? Were uncertainties re-
sulting from problems with data identified and property
considered? --Compared to other studies or evidence, do
data and conclusions agree or disagree? T. not, why
not?

--Were lessons learned identified? Can suggestions be
made for immediate improvements?

21
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—-~To what extent can the performance of this oprogram be
generalized to other settings within which the program
takes place or may take place? What should and should
not pe done in the future in other locations or in
similar programs? Are these conclusions based on dem-
onstrated causal relationshipe? Are reasons for pro-
gram weaknesses indicated?

-~-Have recommendations been ceveloved for alternatives to
be analyzed and compared?

-~What is still left to be studied? What new guestions
were raised that require further research? Which areas
of research still need further exploration? what te-
search methods need to be developed or improved in
order to make future appraisals more authoritative?

As in the case of appraising policy and program results,
the methods used in assessing policy and program alternatives
build on the fundamentals discussed at the beginning of this
chapter. 1In this case also, there are additional concepts
and methods which are needed, such as:

--Developing a range of alternatives.

--Screening the preliminary alternatives.

--Estimating the measurable consequences.

--Assessing provisional orderings.

--Determining the impact of constraints.

--Reassessing the orderings of the alternatives.

-~Checking the completeness of the assessment.

Developing a range of alternatives

It is essential to search out a wide range of alterna-
tives. The initial search for alternatives should not be
constrained. Continuing, modifying, expanding, reducing, or
abandoning an existing program, as well as completely new al-
ternatives, should be included. With regard to the existing
program, consideration should be given to reexamining the
validity of the existing objectives. The process of develop-
ing alternatives should include & thorough questioning of the
need for any governmental intervention, which may be justified
on any of the following grounds:
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--Absence of suitable private alternatives or absence
2f a private marketnlace in which the nceded service
can be distributed.

--The bhenefits to society resulting from universal use of
services or facilities, such as sewage disnosal.

--Baual availability of a service, such as public educa-
tion.

--Distribution of benefits to disadvantaged veople, such
as health benefits through Medicare and Medicaid.

-~-Reqgulation of private acvivities, such 2s the certifi-
cation of effectiveness and purity of drugs,

--Provision of incentives for desired private activities,
such as developmnent of enerqgy resources,

Broad classes of approaches which show potential for
solving the problem being analyzed should be initially iden-
tified. One or more promising alternative avnproaches from
each of the broad classes should be developed. If broad
classes are not examined, alternative avprwaches are usually
unnecessarily lim.tod te relatively small incremental changes
from existing programs. For example, analysis of an incre-
mental change in eligibility standards for the food stamp
program 1s more narrowly defined than an anclysis of overall
income security or nutrition policy.

All reasonable, and hopefully well-defined, alternatives
suggested by governmental agercies, legislative committees,
advocacy or interest groups should be considered. Issue
papers, such as described in chapter 5, can be useful at this
stage of an assessment.

Screening tne preliminary alternatives

A preliminary analysis of the likely consequences asso-
ciated with the range of alternatives, including the status
quo, should now be undertaken. This iritial screening is
intended to eliminate obviously inferior approaches and to
reduce the original list of alternatives to a manageable size.
It is helpful to make approximate calculations of cost and
consequences, of breakeven points, and of technical feasibii-
ity, etc. Alternatives should not initially be ruled out
based on implementetion difficulties, including organizational
or procedural changes,
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Modifications and combinations of alternatives usually
become apparent and frequently provide the basis for new
and superior alternatives. T:c srarch for alternatives is
a continuing activity and, as the analytical elfort procceds,
opportunities to invent or discover other alternatives will
arise.

Ditimating measurable conseguences

Lstimates must be made of anticivated measureble conse-
quences as well as all costs and resource inputs under vari-
ous conditions and levels of available rescurces, Measurable
consequences include effectiveiess, cxternalities, and distri-
bution considerations. In maxing such estimates, the data on
actual costs and effectiveness found in prior avpraisals of
similar programs should be used together with actual operat-
ing data. It may also be necessaryv tc use well developed
causal models to meke such effectiveness estimates.

Some effort should be mede to estimcete side effects
{externalities) and their rescurce impacts. An estimate is
needed, to the cxtent pos ible, of the différences of impact
on the beneficiaries and . he cost bearers {distribution con-
siderations). Approximations must be used for externalities
and distributicn estimates and various value judguerts are
involved in welghing both.

When analyzing costs which chould be associated with ef-
fectiveness, various cost concepts are needed, and informa-
tion on these costs is usually available. When analyzing
costs which should be associated with externalities and dis-
tribution considerations, total as well as incremental costs
should be develoved. Freguently such costs are incomplete.
They should be checked for reasonableness and consistency
across the alternatives of interest.

Information at the margin, as contrasted with information
on total quantities, is very important in resource alloceation
decisions. Approximations of incremental costs, however, are
more easily obtained than are approximations of the marginal
aspects of other measurable program conseguences. A reason-
able effort should be made to estimate the direction and mag-
nitude of the variations of program conseqguences over rele-
vant ranges.

Information on measurable consequences obtained from
audits, evaluations, or other studies should be used. His-
torical and trend data ma, provide information concerning
how the various consequences are affected by the scale of
activity.
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Assessing_provisional orderings

Once the total and incremental consequence= Of the
alternatives have been estimated the alternatives should be
arrayed in some order. This oraering may be based on onc of
several avallable approaches.

One approach 1s "cost-effectiveness.," ‘Tnis approeocn
focuses on resources cxpected toe be consumea and how well the
objectives are acnhieved. Using this framework, a2 preferred
alternative is identified as one which produces the lara>ct
achievenent for a given level of costs or which minimizns re-
sources cxpended for attai:ing a given level of cffectiveness.

while the cost-cifectiveness aoproach pnrovides a baris
for ordering competing alternatives, it does not clearly oal-
low for comparisons of alternatives associated with multiple,
possibly conflicting, objectives and does not treat other con-
seqguences of alternatives--externalities and distribution
considerations——-as an integral part of the analysis.

A second appreoach to ordering alternatives is “"cost-
benefit" analysis. Externalities and distribution considera-
tions are incorporated in this approach. Major consequences,
or benefits, are measured in dollars, and differences between
monetary benefitc and costs provicdes the basis for choice
among alternatives. Cost-benefit analyc<is is more useful than
cost-effectiveness analysis in treating differing as well as
conflicting objectives. The streams of benefits and costs can
be discounted to their equivaleni present values, thus account-
ing for the effects of time. Conceptually, decisionmakers
would select programs based on rankings of net present value
benefits until the total available resources were exhaucted.

Another approach is "ccst-value” analysis. This is a
technique for obtaining gene:ally acceptable guantitative
weignts for use in comparing tne value of the alternatives.

In this approach, the weights assigned to various outcoanes
are based on value judgments obtained from the decisionrakers.

The cost-value method combines elements of cost-
effectiveness and cost—benefit analysis., Externalities and
distribution considerations can be incorporated with effec-
tiveness. Because the value judgments of decisionmakers
differ, various sets of salue judgments should be used and
the ordering(s) of alternatives should bhe tested for their
sensitivity to these differences. In such analysis botn the
array of consequences associated with each alternative and
the ordering based on the various value systems should be
presented to decisionmakcrs.
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fach approach has both strengchs and limitations, but all
-hare certain limitations. One such linitation is uncertainty
caused by such things as variations in assumptions and the
aquality of information on the alternatives. Because uncer-
tainty 1s always present in anticipating future outcomes, un-
due reliance should not be placed on small differences in
ordering(s) of alternatives. The quantitative analysis which
has been discussed should e supplenented with an analysis of
nonmeasurable consequences. A scerious attemot sheould be made
to indicate the significance of nonmeasurable conseauences.

Determining the imp-ct of constraints

Special efforts should be made to assess the impact of
actual and potential legal, financial, and political con-
straints. Programs and policies must operate within the
framework of law. Alternatives which may appear theoretically
desirable must also operate within the law. C(onsecquently, the
alternatives considered for adoption must coniarm to this
framework.

In addition to these sorts of constraints, there are con-
straints r2sulting from conflict with other objectives. an
example of such constraints is the conflict between environ-
mental, transportation, and energv objectives,

However, constraints are not inflexible. 1If decision-
makers were c.early aware of the potential opportunities foro-
gone resulting from existing constraints, those constraints
might change.

Declsionmakers must consider possible public reaction to
alternative policy and program options, strategies that might
increase their acceptability, ana what administrative or octher
operational barriers to implementation exist. The oroblems of
implementation and of acceptability may, to some degree, be
dealt with 1in analysis. Usually, assistance can be provided
to decisionmakers in idertifyinc the "seccond or third bhest®
alternatives which may have higher procspects for being ac-
cepted or implemented.

It has been argued that if acceptability considerations
are avoided, the assessment of alternatives becowmes more ob-
jective, less parochial, and less tailored to fit preconceived
positions. On the other hand, it may be arqued that if accapt-
abiiity considerations are not included, the onalysis may
prove to be irrelevant,
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Reassessing the orderings of the alternatives

Orderings of alternativec are always provisicral, They
are determined within the context of the factors anld values
considered to.be important duaring the course of the analysis.
The assumptions and vaiues underlying the various orderings
of the alternatives must oe clearly »nresented to decision-
makers. Furthermore, even whenr the analyst thinks the cstudy
is completed, decisionrakers may raise new issues, ask new
Jguestions, request further study, and ask for additional
comparisons. As these rcauests are answered, the orderings
of alternatives may shift.

Although attempts should be made to include as many
factors as possible, other considerations properly impact
the final policy and oprogram choices. Some of these con-
siderations may be completely beyond the analyst's knowledge
or abil:ity to estimate, even gualitatively and belong in the
province of the decisionmakers' judgments.

Checkin, .ompleteness of the assessment

Some of the guestions wnich should be considered in pre-
paring an interpretive summary of a volicy or program assecs-
ment are contained in the following checklist:

--Were the reasons for the study found to be vaiid? Was
the cause, scope, and intensity of the original prob.em
or lissue redefined as part of the study or as a result
of the study? wWhy did it need attention at this time?
was full concideration given to the expressed neecds of
all potentiai users?

-~Were tie objectives explicitly stated and validated?
Did thev change during the course of the assessment?
If so, why?

-~Were there any potentially interesting alternatives
eliminated early in the analysis? 1If so, why? Under
what circumstances might they become attractive?

--Were any special problems, either conceptual or prac-
tical, encountered in specifying an adequate set of
quantifiable measures? How reasonable were the dollar
values attributed to physical measures, if that was
done? Were qualitative indicators properly identified
and used?
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~-Do the effectiveness wmeasures accurately reflect the
degree of attainment of the objectives? Wwere they
consistently used among a.l of the alternatives? 1Igo
tha effectiveness data reliable? Has uncertainty in
tne data been properly considered?

--Were side~effects and distribution considerations ade-
guately considered? Are there significant differences
among the alternatives?

~-Were all of the cost implications captured? How reli-
able are they? What is the range of uncertiinty?

--To what assumptions or data is the ranking of the
alternatives sensitive? Are there any actions which
can make the leading alternatives significantly less
affected by the uncertainties?

--Are there any special problems connected with gaining
general acceptance of the apparently preferred alter-
natives? Will implementetion cf any of these pose
particular difficulties?

-~-Is it likely that additinnal information about the lead-
ing alternatives would change the ranking? FHow, when,
ard at what cost could this information be obtained?

Can the policy or program decisions be held open while
new studies, evaluations, or research efforts are com-
pleted? What long-term esvaluation or rescarch efforts
need to be initiated to meet similar or related problems
in the future?
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CHAPTER 5

PRACTICAL ASPECTS CF MANAGING AND PERFORMING STURIES

Previous chapters have discussed the conceptual aspects
of appraising the results of policies and programs and of as-
sessing alternative solitions to the iss-es related to them.
In deciding vhich problems to study and in carrying out actual
evaluations or analyses, however, certain practical questions
arise which need o be addressed. This chapter discusses some
of these practical asvects and offers suggestions for coping
with them. The list is not extensive, but is indicative of
the very real problems faced in this type of work.

FORMULATING AN AGENDA OF STUDIES

One of the most important responsibilities facing any
manager of an evaluation, analysis, audi*, or other program
review staff is developing an overall work plan for the organ-
ization. Planning a program of studies which will be of maxi-
mum benefit to decisionmakers should involve two principal
tasks: :

--Identifying problems or issues which are evolving as
major areas cf concern.

~-Deciding which of the many candidate problems the
organization should commit itself to studying.

Identifying emerging problems

A contribution can be made to resource allocaticn de-
cisions by raising problems and exploring their ramifications
in "issue vapers. These focus on programs or policies which,
there is reason to believe, will become the subject of a full-
scale evaluation or analysis.

The ability to recognize emerging problems for issue
papers depends on experience and good judgment. It also re-
guires (1) a deep understanding of the program area in guestion,
and {2) changes in the external environment.

An issue paper may follow the format and style appro-
priate to a full-scale evaluation or analysis but is limited
to "state-of-the-art" assessment of what is known about the
particular program area. An issue paper could be as short
as a few paragraphs or as lengthy as a document which covers
all or almost all of the points regquired in a full evaluation
or analysis--the latter would not have the scopc or definitive-
ness of a finished study. The conclusion of In issue paper
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should emphasize recommendations on the nature and pace of
studv efforts. For examole, whether the probler snould re-
ceive high priority attention (and whyj, whether it should be
pursued but on « loang-ters basis (and whyy, Or whether it
should be abandoned (anu why).

Deciding which proolems to study

Many problems, programs, and policv issues are in need
of systematic study. Yet the scarce resources of evaluation
and analysis staffs need to e allocated to the most produc-
tive projects.

Issue papers can identify policy and program vrobiems
worth evaluating or analyzing. Howcver, a complex serics of
judgments is still needed to select that varticular group of
problems which, if solved, would maximize the anticipated
payoff. Wwhile it is relativ -y easy to list the factors in-
fluencing these choices, it 1¢ setdom feasible to appraise
all of them in a formal quantitative fashion.

A gualitative. yet systematic weighing of the following
factors will be heilpful:

1. The anticipated payoff of successful evaluation or
analysis.

This payoff can take several forms: ar ineffec-
tive program can be canceled and costs saved; a mis-
managed program can be reshaped with conseauent im-
provements in effectiveness, reductions in costs, or
both; better alternatives can be substituted for cur-
rent programs and policies with gains in effective-
ness, reductions in cost, or both.

2. The chance of the successful performance of an evalua-
tion or analys:s.

This judgment depends on a basic understanding of
the fundamental caucal relationships, the rzquirements
for additional information, the adequacy o:i current
analytical methods, the quuality of staff, consultants
or contractors, and the time and money available.

3. The chance that a preferred course of action can ac-
tually be implemented.

This judgment depends upon such a thing as new-

- * ness, simplicity, visibility, coverage, and timeliness
of tne r.eferred course of action.
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4. The need for resolving the problem or issue.
This need depends on the nature and rel--..e
importance of the proolem and the tite remal::ny
before a meaningful decision has to ne made.

5. The cost of the evaluation or anal-sis.

BEGINNING_A_STUDY

Certain tacsks need to vrecede the time when the major
commitments will be made of staff and other resources. These
tasks includ=d preparing a study plan, obtaining neccessary
agreements, selecting the study team, establishing lines of
communication, and selecting appropriate methods.

A substantial effort should be devoted to Arawing up a
comprehensive cond thorough study plan which will serve as a
quide for all subseguent worx. A study olan that is too broad
in scope or loosely stated is almost certain to create false
exvectations for some interested groups. Clearly, trade-offs
have to be made between the time devoted to planning versus
doing a study; and within the planning period, between a de-
tailed and a general study plan.

As the study progresses, 1t is like'y to deviate from
original expectations. Perhaps, the issue turns out to be
different from that originally postulated; the objectives
may not have been stated precisely enough; a working assump-
tion may not prove viable; other alternatives to the program
emerge; new facts come to lignt; hoped-for data cannot be
obtained; and so on. All of these developments cali for some
modification of the study plan. Changes should be made, as
appropriate, to the stuay plan.

Essential elements of the study plan would appear to be:

--A clear statement of the problem to be studied and
questions to be answered.

-~A careful listing of constraints or assumptions.
--A statement of methodological approaches to be used.
--A specification of the resources (¢ be committed (in-

cluding identification of the key s3taff members and
any contracted tasks required).
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~-The freguency and format of reports and to whom.
--Procedures for amending the study plan.

--The time frame for the major éomponents of the study
and tne final deadline.

When a study or a major part of it is to be performed
by contract, therc should be discussio. and understanding by
the partizs concerning the essential elements of the study
plan. Tuis is likely to require lengthy dialogue with the
decisionmakers. Persons with official responsibility for the
po! ‘cy or programn end for the studv should assess feasibility
an. validity of the study plan. Any unresolved differences
between them and the studv group should be noted. Large seg-
ments of time and effort are worth investing to arrive at a
workable understanding. )

Most analyses or evaluations require contributions from
several key persons. For large studies, subteams for parti-
cular aspects may be required. As in any group effort, some-
one must be in charge to (1) provide guidance, (2) manage the
work on a day-to-day baslis, (3) report to higher authority,
and (4) generally be responsible for meeting the terms of the
study plan. The coordinator or director should be experienced,
with a technically sound but broad background, an instinct
for the principal issues, and the leadership abilities that
elicit from the team members their best efforts.

Leadership is important for the team effort. A tean
studying any complex policy or program should be composed
of experienced persons from various disciplines.

Regardless of their origin, however, all should be
made to feel as coequal members of an exciting intellectual
experience and a useful endeavor. It usually turns out that
the team coordinator or director will have to be principal
aditor of the final report--so expository writing skill is
also a ncecessary characteristic.

One way to create such an environment--at the same time
avoiding duplication of effort--is to have an initial brief-
ing on the terms of the study plan with all team membors. Inm-
portant aspects such as concepts, assignments, schedtles,
basic assumctions, need for personal and agency coordination,
and reportinjy requirements should be fully understood and
agreed upon 1in advance. Provisicn should be made fo. periodic
briefings by ecach specialist to the team as a whole so that
everyone has both a grasp of overall progress and a chéance
to offer facts or insights on any asvect of the study.
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It is often helpful to obtain reviews by compet - at -

widely recognized independent profes<ional analysts - Ssiue-
tors and experienced program administ-ators. 1his o. - ands
2 seasonca viewpoint which may improve the technical Lectes
and may assist the supervisor In assessing the technical

adranacy of the work of staff members trzirned 1n different
discinlines.

Establishing lines of communication

If the study offort is sufficientiy large, official points
of contact amony various interested groops zuc users of the
study should be designated. This should insure that communica-
tions of all kinds flow guickly anu clearly among the groups
having a ma’or interest in the progress of thc study. Obpen
communications provide the basis for a more complete assessment
or appraisal and a climate in which recommended changce are
more likelv to be accepted and implemented.

Selecting appropriate methods

Comparison or analytical methods which yield valid and
une  "1ivocal recults should be used. However, the method must
als satisfy the constraints of time, money, and data peculiar
to .ue study. If the constraincs imposed 2re so rigid that
the study would be compelled to use methods judged to be
analytically inaporopriate, the study should be undertaken
only after fully informing responsible authorities of the risk
that reliable conclusions and recommendations are not likely.

No particular approach or technigue is inherentlv *=he

appropriate o, 2. In practice, there arz too many = LS
to mold the policy or program issu2 to fit a specif b
nique. This should be avoided. For a specific st i-
ous approaches, each having its own particular log A 1d
be considered. Usually, a blend of methods and te - . ex

will be required to provide insights into the fulil conseguences
of the various alternatives. Reasons for selecting a pavticu-
lar approach or blend of approaches should be clear'y stated

so others can understand the ration._e for the particular
choice.

Whatever approaches and methods are selected, they should
satisfy the following criteria:

1. Validity--does a high degree of confidence exist
that inferences made occur in the real world?

2. Relevancy--are insights obtained useful to decision-
makers? '
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3. Significance--can a reasonable number of nontrivial
inferences be drawn?

4, Efficliency--does the value of the insights exceed
the costs of using the approach?

5. Timeliness of results--will the analytical informa-
tior be available within the time available and
will it be in time to meei a ranagement or legisla-
tive decision peoint such as renewal of expiring legis-
lation?

Modeling and statistical inference are two related methods
which are particularly useful and are freguently used by evalue~
tors and analysts. ’

A model is an abstraction from or a representation of the
key elements in some real world svstem. If the key elements
and their relationships are adeqguately specified, relevant,
and valid, a model can p. -dict the consequences of untried
alternatives and variations in data and assumptions.

Statistical inference technigues are widely used to
analyze the implication of data obtained from the various
collection instruments as well as the results obtained from
analytic models. There are conditions and assumptions that
must be satisfied before app.opriate applications can be made.
Mistekes can occur, for examrle, 1f prepackaged computer pro-
grams are used without understanding the technique itself.

CONDUCTING A STUDY

In the performance of any evaluation or analysis, practi-
cal decisions of many types must be made, and practical prob-
lems are frequently encountered. Some of the most common cnes
are discussed here.

Collecting relevant “ata

In performins, studies, there is often a temptaticn to
collect all of the information which might be of use. While
every plece of information may have some value in the right
place, the cuestion is, Is it relevant and worth what it costs
to acquire it? Questions which should be continually applied
to any data collection effort are: Exactly what guestion is
this piece of data intended to answer? W¥hat analytic model
demands it? Wwhat calculation cannot be done without it?

Testing the reliability of data

An attempt should be made to estimate whether data are
reasonable at the time they are first generated; i.e., how

34

BEST DOCUMENT AVAILABLE



does this new piece of data sguare with everything else tha
is known or cen be deduced relating to it? This is especially
important when complex calculations are involved. How does
the answer compare with rcugh calculations? The exercise of
making rough calculations fieguently gives the staff member
new insights into the data.

There are numbers of one kind .r another which are widely
published. 1In some cases, essential data will have to be “con-
structed" or "extracted" from seconcary sources. Everyon. sSeems
0 use them unquestioningly. Howeve., a careful anelysis has
often demonstrated that some data hav=s different interpretations
than what is commonly supposed.

Occasionally, an attempt may be made to withhold informa-
tion. It 1s not uncommon to hear that data

~—is too herd to assemble;
~~-doesn't exist in the form wanted;
--is only a vorking paper; oOr

-—is privileged.

When faced with this type of situation, the analyst should
(1) consider the value to the study of the information,

{2) attempt to obtain a release of the appropriate informa-
tion if needed, and (3) propose to the study coordinato. that
a formal request be sent for the needed information.

Frequently, data collected from different sources about
the same subject matter will be in apparent conflict. The
first practical step in getting the right data, is to recon-
cile the apparent conflicting interpretations of the data,

An appropriate question may be: Are they tculy *we different
sets of values describing exactly the same event or situation?
A second step would be tc examine how the data were derived.
The apparent conflict may be a simple function of the data
collection methodology. After these procedurzs have been
employed, it may be appropriate to use an analytical tech-
nigure to determine the significance of the differences. &ddi-
tional assurcnces may be obtained by having data reviewed by
experts in the field.

Protecting the confidentiality of
information about inaividuals

It is often necessary in evaluation and analysis to
collect data about individuals. It is important to make
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certain that such data is not personally identifiable in

the study or in unsecure files., If 1t 1s necessary to
obtain information from the same individuals i1n subseguent
time periods, special controls and procedures zhould be
required to assure that systems of records do not disclose
individually identifiaole data. For exawole, an evaluator
may use a unigue code for an individual's data. Tnis would
enable the data source to furnish appropriate i1nformation
about that varticular person without the evaluator knowing
the person's name. Encoding is a common step in such con=-
trol procedures. A very common code 1s the social security
number. Nonetheless, no right, privilege, or benefit may

be denied by anyone to an individual who refuses to divulge
his or her social security numher except where disclosure is
required by Federal law or was reauired by a3 law or reaulation
that predates the Privacy Act (Privacy Act of 1974; Public
Law 93-579; 5 U.S5.C. 552a).

Federal agencies and their contractors are reguired to
comply with all provisions of the Privacy 2act of 1974 tc
protect the confidentislity of individually identifiakle data.
These provisions include:

--Public disclocure of the fact that an agency main-
tains a system of records about individuals.

--Strictly enforceable procedures for assurirg that in-
dividuals have access to their records and the oppor-
tunity to correct them.

--Controls on interagency transfer of individual's
identifiable data.

--Administrative, technical, and physical safeguards
to prevent unauthorized access to such data and per-
sonal liability for civil damages as well as criminal
penalties for violation. In planning a study, care
should be taken to require individual identifiable
information to be collected only when no other ap-
proach can enable the issue to be validly studied.

Pocumenting and referencing

Documenting appraisals of results and assessments of
alternatives is important. Basic assumptions should be
clearly identified and recorded. The documentation should
be sufficient so that another individual or team involved
in reviewing the policy or program, by reviewing the docu-
mentation, could follow the analysis, and as needed, recon-
struct parts of it, or use it in another study. The rationale
for using indirect or surrogate measures snould also be stated
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explicitly. Oral interviews should be suvmmarized in writing,
dated, ana filed. Original documents should be retained.
Complete files of relevant rew data and working papers should
pe kept and ftiled so that they can be retrieved easily for
review, Information which cannot be readily filed should be
adeguately described and referenced in the files.

The study team should design, use, and save working
papers. Well designed, clearly labeled, and fully legible
working papers offer an important insurance policy to the
study team. The working papers constitute the evidence
gathecred. A review of the working papers will show whether
the study team has been thorough or whether they may have
cverlooked an important fact or element of a vroblem and that
all similar elements of the analysis or evaluation have been
treated consistently. Developing the total costs of each of a
series of alternatives is an outstanding example of the need
for, and usefulness of, a carefully designed and clearly
labeled set of worksheets. Without them, the chances of miss-
ing an iwmportant cost element, incorrectly calculating an in-
termediate result, or costing the competing alternatives in-
consistently are substantial.

working papers should be dated and signed so that a clear
trail is established as to who did what and when. The best
way to tie it all together is to file with workpapers, one
copy of the final report, which cross references significant
sections to the workpapers.

Adhering to time schedules

Effort should be made to anticipate some of the possible
delays and the time schedule should allow some slippage to
accommodate unforeseen delays. In a very real sense, most
complex tasks are harder than originally enticipated, and
therefore take longer than tney were estimated to recquire.

Leading and coordinating the study team

It is essential to maximize the interaction among the
study team members. Phvsical arrangements which inhibit
this result should be aveided or modified if at all possible.
When gathering the first list of alternatives or hypotheses,
brain stormina is extremely useful.

The cool dinator shoull take every practicable step to
insure easy access to the decisionmakers who expect to use
the aaalysis or evaluation., A continuing {but not necessarily
continuous} dialogue should help to make the products use-
ful and well accepted. The coordinator also needs to impress
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on the team the importance of maintaining an open, honect,
and amicable relationship with the personnel of the progrem
under analysis or evaluation. It is all too easy for program
people to frustrate a study if they have been antagonized or

hiue €.

Using computer-based models

For most large scale, but routine, quantitative manipula-
tiorns (statistical analysis, linear programming, etc.) uocod
canned p: ugrams are available and should be used. When a
program or problem has many complex interrelationships, how-
ever, end the effects of altering the assumptions or data are
not obvious, a specially designed, computsr-based mecdel may
facilitate the study. 1In such cases, creative computer pro-
grammers are extremely valuable.

The structure and operation of any model should be rea-
sonably apparent to decisionmakers who want to use the study:
its output and workings must be readily uncderstandable to
them. Usually, this can be accomplished by carefully dia-
gramming the components of the model and explaining how each
component operates and interacts with the others. Users of
the study will normally accept the computational competence
of the model if the logic makes sense to them and they have
confidence in the study team.

COMMUNICATING STUDY RESULTS

Many persons doing studies fail to understand that doing
a good piece of work is necessary but hardly sufficient for
bringing about a favorable change in the real world. At least
two major steps beyond successful completion of a study are
required: the results must be clearly, concisely, and co-
gently communicated to all those affected; and a policy or
program decision must be made which results in some kind of
action.

Specifying the nature of reports

There are three general classes of problems involved in
reporting appraisals of results and assessments of alterna-
tives: (1) to whom should reports be made; (2) when should
reports be made; and (3) what style and content characterizes
good reports. Each new study will suggest its own individual
requirements and should be made a matter of record in the
agreed work plan adopted before each study is begun. A few
- general guidelines can, however, be set down.
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Unless special considerations dictate otherwise (e.g.,
security problems), reports should routinely go first to the
team supervisor and others as needed to insure that they meet
the organizations' professiconal standards. Even profession-
ally sound studies, however, may result in disagreements with
the managers of the programs being studied. In these cases,
the study team should reduce the number of areas of disagree-
ment, and where these continue to exist, the issues shouald L2
substantial and clearly defined. Although decisionmakers
walting to use the report can be kept informea cf key fi:cd-
ings, it will in the end serve them best if the foreccoing re-
view process is complete before the final report goes to then.

No report, other than the final version, should be dis-
tributed beyond those listed earlier without their corcur-
rence. Unauthorized release of preliminary, Jdraft, interim,
or partial reports can be harmful because frequently, errone-
ous information, even though corrected later, necormes widely
diffused and becomes a source of further error and confusion.
Publicly availanle reports should be free of such errors.

In planning the study, sufficient time should be allowed
for writing the final draft report, gathering comments, edit-
ing, and securing the necessary approvals. The report writers,
in turn, have an obligation to complete the report within the
scheduled time. Report outlines should be prepared early.
They can provide indications of the most critical data gather-
ing and interpretation tasks yet to be completed in order to
have a useful and timely report. Declision points come and ge
relentlessly and a potenticlis good, decision-affecting re-
port may lose much of its value because it was not ¢vailable
when needed.

Communicating with clariiy and conciseness

Writing a good report is an art and the required skills
are probably as scarce as that necessary for evaluation and
analysis themselves. The solution is to insist that staff
members work at learning to write well. € e helpful step is
to provide staff members with specific guidance, such as
Strunk & White's "The Elements of Style" and insist that they
study it and use it as part of their regular duties. In addi-
tion, someone on the staff can serve as resident editor. All
significant alterations should be discussed with the author:
not only to insure accuracy, but to assist the author in
learning to write clearer, shorter, and more trenchant re-
ports.

Study reports are typically directed at a reader lacking
relevant technical training. Therefore, the main body of the
report should be written so that it is readily comprehensible
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to the nonprofessional reader. However, material included in
t .2 report should be sufficient so that a reader can under-
orand the logic trail in support of the conclusion. Jargon
snould be kept to a minimum, and where it is used, define it
carefully. Supporting technical mrterial shculd be presented
ir appendixes. Graphs and tables included in the main body
of the text must be clearly labeled and fully discusced in
the text. Short reports are typically self-contained, while
long cnes ought to be accompanied by an executive summary of
the study's general conclusions and recommendations.

There will, of course, be differences between the format
and content of a report on apprailsing program or policy re-
sults and a report on assessing alternatives, or a report
containing both. Within each of these, some variation in
format and content is inevitable, depending on the nature of
the policy or program issue being studied and the methods
used. In general, the format and content of reports should
cover what was found through each of the ccncepts and methods

discussed in chapter 5, as appropriate.
Following up

Writing a clear, concise, and informative "final" report
is not the end of the “communicating" responsibilities.
Usually, some decisionmakers will need assistance in (1) in-
terpreting the report, (2) clarifvinog arpects of it, (3)
getting answers to quest.ons raised by it but not answered,
and (4) in general, developing a reasoned reaction to it.
Briefings, inforral question and answer sessions, and vari-
ous kinds of supplementary written materials may be needed.
In sume cases, the communicating responsibility may even ex-
tend to preparing the supporting technical parts of whatever
decision document emerges from the decisionmaking process.
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APPENDIX I

Activity

Activity
milestone

Alternatives

Analysis

Appraising
policy and
proqram re-
sults

Assessing
policy and
program
alternatives

Bias

Case study

APPENDIL T

GLOSSARY

Any project, task, or process regu.:ecd in
carrying out a program. A combination of
several activities such as research and de-
velooment, training of personnel, and dis-
tribution of inforiation may he elements in
a particular program. Activities constitut-
ing & program vary with the nature and our-
pose of the vrogram.

The accomplishment of a specific amount of
activity or work by a given date (e.q.,
build 5,000 child care centers by 1978).

The different possible courses of action
(policies or programs) with respect to achiev-
ing a particular objective.

For the purpose of this document, analvsis is
a systematic procedure which searches for
alternative policies and programs for achiev-
ing public objectives and attempts to assess
and compare their anticipated costs and bene-
fits over time, as well as their other con-
sequences, 1in orAdzr to provide the hasis for
better future choices.

For the purpvose of this document, the term is
cauivalent to policy and program evaluation.

For the nurpose of this document, the term is
equivalent to policy and vwrogram analysis.

An unintended disturbing influence on the

outcome of a program or experiment caused by
abnormal conditions or an unplanned variation
in the treatment of a2 control or experimental

qroup.

A detailed, indepth, appraisal, generally of
a single policy or program, focusing on out-
comes, processes, management, organization,
and operational settings.
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APPENDIX I APPENDIX I

Constraints Limitations on the freedom to choose or use
particuler alternatives due to problems of
political acceptability, technical feasi-
bility, cultural values, legal structures,
environmental considerations, etc.

Control wuroup In a field experiment, persons, groups, or
entities, who, throush a randon assignment,
do not raeceive servi.es associated with a
program. The control grouv acts as a basis
for comparing the effects or results ex-
perienced by th- (experimental) group re-
ceiving the services.

Cost~benefit An ana’ytic approach which focuses on res-
analysis vurces expected to be consumed and on those

consequences which can ke translated into
aonetary terms. A useful apnroach allowing
the determination of discointed sresent
values and a comparison ol wicely ranaing
alternatives. ({(Sec¢ McKean 1n tre oibliosg-
raphy for a more complete discucsicn.)

Cost~ An analytic approach which focuses on res-
effective- ources expacted to he consumed >nd ca the
ness anal- extent to which objective(s}) wouid be met.
ysis A useful appreach, but limited 1n situations

involving wultinle, vossiblv conflictinag, oco-
jectives. {See CTuade 1in the oiblilography for
a more complete dis-ussion.)

Cost-value An analytic avproach which combines elements
analysis of cost-effectiveness and cost-benefit anal-
ysis. Effectiveness, externalitv, distribu-

tion, a: well as other consequences can be
trcated through the ltc<e of value siurroaates
which reflect the relative importarce of
varic:s conceguences and atlow an overall
assessment of the attractiveness of various
alterrnatives.

Costs A measure of that which is given up in ordet
to achieve some objective. Costs can be
measured in terms of the resouices used, the
alternative uses of those rescurces, the money
eguivalent of those resources, or in terms of
the benefits foregone in the next best uses
of those rescurces., (See Fisher in the bi-
bliography for a reference work giving a
fuller treatment of the subject.)
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APPENDIX I
Distribution

measures

Distributional
effect

Effectiveness
measures

Equity

Evaluation

Experimental
group

Experimental
methods

APPENDIX I

Measures which reflect immediate and
indirect consequences on the beneficiaries
and the cost-bearers resulting from the im-
plementation of a policy or program.

The results of a transfer payment system
which takes resources from one grouv and dis-
tributes them to 2nother grouo (e.g., the
progressive incomc tax system pius the wel-
fare system result in a transfer of wealth
from the rich to the »oor.)

deasures which.accurately c«rlect the ax-
tent Lo which the desired csnective(s)
asscricted with a oolicy or proaram are
or would e wet.

The noticn of "Izirne=s," Lo7o on o pAartic-
alar value 3/73tem.  (t- 15 uSen 30 judaing Lne
ApHRrooriLtencss ar 1esirantliey of dictraitu-

£
t1onal ecifecto.

For the vurpese of this docuarent, evaluatin
1s a systematic procedure whicn sttempts Lo
apprais. and measurs the actual inputs, pro-
cecsecz, outcomes, and overatisanel setbinas of
one Or ore onaolnag frograms 2y rolicizs n
order Lo compare thece findiacs w1th thooe
which were anticipeted o2r acss=u».7. ir thon
seeks to explain the discovored nifferences
and tuo suggest alternatives for 1xprovement.

o

In a field experiment persons, groups, or
entitiesz who, through a random assignaent,
recei'e services associated with a progran.
The cxperimentil group is compared with the
control or toe nonrandom Ccomparison group to
de:termine which etfects are attributable fo
the program.

The attempt to appraise ‘the degrce to -whi.ch -
observed results ares attributable to a poclicy

or program or attributable to other factors

not associated with the policy or progran

through rthe use of an experimental group an?

a control group.

BEST DOCUMENT AVAILABLE

43



APPENDIX I

Externality
measures

i.ypotnesis -

Incremental
efrects

Intangible
measures

Issue paper

Managerial
efficiancy

Marginal ef-
fects (in-
cremental
effects)

APPENDIX I

Measures which suificiently reflect the
side effects escocisted with a oolicy or
proqgram.

A statement 2f a presumed causal relatiotshiz
haviug ¢mpiricallv testable consecuences.

The information collected is used to nrove or
disprove the staterent.

See marginal effects.

Measures which reflect the cualitative asvects
of the conseguences associated with a volicy
or wvrogran.

A document which conforms in “c.mat to &
reqular evaluation cor analysis but which
restricts itself to what it currently known
about the issue, orobhlem, or vrogram. It is
intended to assist in identifving emeroing
problems and deciding whether they sho':li
become the subjects of & full, formal evaluco-
tion or anolvsis.

A situetion in w-ich outputs zre maximized
for a given technoloay and level of resources
throuqgh the actions of the manager ir deploy-~
ing those resources ana favorably effecting
the behavior of the rersonnel under his con-
trol or with whom he interacts.

A meacute of the effects (usually costs or
effectivencss) which are associated with just
the next unit o5f activity or oroduction; the
addition to tctal costs or effectiveness
brought on by the next unit of activity or
production. Most analysis and managerial
decisionmaking is concerned with chenges "at
margin"—~-—-the costs and other effects vtoduced
by a small addition to or reduction in ac-
tivity from some base point. 3Strictly soceak-
ing, marainal refers to the changes brcught
about by just a single unit change in produc-
tion or activity. Incremental effects refer
to effccts caused by smzall blocks of change

in activity or production.
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t nf orogram outcomes which are gen-
measurable in a cuantifiable way.
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Model An aictraection from, or a rerresentation of,

the kev elements and their r-lationships in

i e}l world system. The usefulness of

anyv vaedel, as uced here, lies in its ex-
slannctyry capahility. A useful way of
zls7=1fvirT models is: mathematical moaels
{e.q., linear and nonlinear programving, de-
cisinn analysis, and markov analysis); simula-
tion models (e.0., sensitivity analysis andg
operational ganina); and qualitative models
e.q., role playing and scenario wvriting}.
LCach car, provide its own special insiahts de-
nendinag on the nat're of the onroblem beinq
studied.

Nonrandom Irn a field experiment, when random arsign-
comparison wents to the group not receiving services
group associatod with a oroaram are not nissible, a

pseudocontrol arcun acting as a benchmar: is
established which is matched as closely ~-
vossible to the (experimental) qroun rece:rw-
ing the services.

Objective A qood effect or intendzw result. Sometimes
called a qoal or nuroose. Statement:s ~f ob-
jectives specify the qood eftect or end
re=alt intended to be achieved and for whom,
In the case ol ongoing vrougrams, a third
clause sgpecifving the gencral weans by whi n
the effect 15 ta be achileved 1- also aiven.
In an nhjective statement for an i1usuc or
orobter, the third, "how-to-do-it" clause
is absent, cince that is the matter under
stud, Objectives moav bhe verv general (e.n.,
maintain or iwnroeve the health of the peonle
nf fronlacnia) or wvuite svecific (ec.qg., re-
duce the incidence of tuberculosis among
miners in west Virginia). Speciric or more
oneraticnally stated ohjectives should be
aemonstrably related to the larger overall
objectives with which they are associated.
When specific levels of objective achieve~
ment or activitv by specitic dates are
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established, they are more oroperly called
management targets or activity milestones
and should be reflected in the appropriate
program rlan.

Cperatinnal The environments, physical as well as
settinas nolitical and social, within which a program
operates. It is of particular importance

in evaluation efforts because elements in
the unerational setting may have strong and
unsuspe~ted influences on program outcomes.

Ovportunity The benefits which are foregone in any of
costs the alternative uses of a set of resources
wnich are, in fact, devoted to a particulac
use. They are the good things which are
lost or given up when resocurces are used in
a particular way and not in any of their
other alternative uses.

Pilot program A trial implementation of a nroposed program
on a small-scale basis in order to assess
the likely conseguences that would be at-
tributable to the program before full-scale
implementation, as well as to obtain an
understanding of the functioning of the cro-
gram in a realistic setting.

Planned A controlled change in the operations of a
variation program or an experiment tc appraise what
program consc¢quences are attributable to the
change itself,

Policy An asgertive statement specifving a decision-
rule, a guide for action, or a state of affairs
deemed desirable (e.q., equal educational oo~
portunities shall be open to all studeats
regardless of socioeccnomic status or race.)
All policies, to the extent they are operative,
generate program activities and thus consune
resources.

Present value A technigue for recognizing time oreferences
discounting for expenditures and benefits (in monetary

terms). Discounting factors which are a
function of the opnortunity costs and times
involved are apolied to streams of future
costs and benefits to reduce them to their
equivalent present values. By doing so, the
the cime value of money is recognized, and
alternatives with differing patterns of
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costs and benefits may be validly conmpared.
‘See Fisher in the bibliogranhy foir a refer-
ence providing a fuller discussion.)

Program A unique collection of peonle, nhvsical
-- - resources (facilities, eguioment, and sup-
- plies}), oveoiicies, and tecianologies which

by their integrated operation ({organized
set of activities) oroduce an cutout {2
good, service, or a capabilitv) that ilends
to achieve one or more of the responsitili-
ties assigned to an agencv {(its oriectives),
Program com- A technigue for appraising the rcsults of
parisons r ~,rams and determining thzir ageneral-
~lity by operating sirmilar programs
mariety of locales or with a varietw
o} .aitdget groups; cr by condvcting variations
on a3 pasic program 1in the s2n¢ settina to de-
termine the range of outcom~s associated with
the variations., (See Weicse 1n the bibliography
for a more complete descrinszion of this techni-
aue, }

Program inputs The resources, both tanna’

“le and intanagible,
needed to create and oporat

¢ a program.

Program out- All of the effects, both intended and unin-
comes tended, which come abeout as a result of oro-
gram operations. Proaram outcomes include ef-
fectiveness, benefits, dishenef ts, externali-
tiez (so-called spillover effects), and dis-
tributional consecuences.

Program out- The physical goods, services, or capabilities
vuts generated as a result of program processes
operating on program inputs in accord with a
particular set of policies and technologies.

Program The activities and technologies by which a
processes program uses the resources furnishrd and
converts them to outputs.

Surrogate Measures which are used as an indirect
measures substitute for the measures of interest,
because knowledge is insufficiently developed,
or information is lacking regarding the de-
terminants of the more bacic measures.
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Y. source
lccation

sensitivity
analysis

Statistical
infere.uce

Tire seriec
L2 LNOUAS

Uncertainty

APPENDIX I

The process by which dec.sionmakers assign
scarce resources ardng various programs to
achieve the greatest excess of penefits over
costs.

i group of related technigues which attempts
to determine those data and assumptions to
which the oradering of the attractiveness of
alternatives 1s most dependent upon, aad tne
aegr=ze of that influence, Includpo are
orezveven analysis, tne B--0O-P technigue,
pirarmetric analysis, and 4 fort1011 argument.
isee diitcn & McKean in the bioliography for

a more complete discussion of these techniques
and their uses in dealing with uncertainty.)

Mothods by which statements can be nade with
varying degrce of assurance concerning the

characteristics of a large group from informa-

tion collected on a smail part of the group.
A range of technigues are available. {See
wonnacott ana wonnacott in tne bioliography
for a more complete aiscusston of these
Lepnﬂloupg.)

i ooerics of omservatlons on offectes or results
arz rmade prior, during, and after solicy or
orojrac implementation., Unly if the =zffects
are strictly 1ncreasing during the period of
policy or program operations are the effects
truely attripbuted to tne policy or program.

A situation chaeracterized by more than one
vossiole outcome and which meets either of
two conditions: {l) all of the n»ossible
outcomes are wknown, Lut there 1s no inforjppa-
tion on how lixely any of thesc outcomes are
to occur, or (2) not all of the possible ocut-
comes are known.
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AN_ANNOTATED BIBLIOGRAPHY
The purpose of this appendix 1s to list some references
that <hould be useful to those persons having limited experi-
ence in the conduct of evaluations and analyses. The refer-
ences are listed under several categqgories: basic disciplines,
guantitative methods, evaluation, and analysis.

BASIC DISCIPLINES

Baumol, William J., Economic Theory and Operations Analysis.
3d ed. Englewood Cliffs, N.J., Prentice-Hall, Inn., 1972.

An excellent treatment of basic ecconomic concepts angd
guantitative methods as they would apply to 1ssues of

resource allocation.

bowns, Anthony, Inside Bureaucracy. Boston, Little, Brown,
1967. - -

Very useful insights concerning bureaucratic behavior
and setting.

Haveman, Robert H. and Julius Margolis, eds. Public Expendi-

tures and Policy Analysis. Chicago, Markhem Puplishing
Co., 1970.

Various aspects of public expenditure ecconomics are dis-
cussed. The econcmic bases of public expenditures are
developed in part I. Part II with its emphasis on in-
stitutional considerations is of special interest, as is
part III1 which is concerned with analytic problems in
policy analysis. The remaining parts survey the Planning,
Programing, Budgeting, and System experience and offer
suggestions.

Rivlin, Alice M., Systematic Thinking fur Social Action.
Washington, D.C., The Brookings Institution, 1971.

A provocative series of essays on the issues invelved
in attempting to solve the problems of society.

QUANTITATIVE METHODS

Hillier, Frederick 8. and Gerald J. Lieberman, Introduction
to Operations Research. San Francisco, Holden-bDay, Inc.,
1967.

Although a knowledge of mathematics is required, the text
presents a comprehensive survey of the methods. noecdels,
and techniques that are used in analyses.
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Levin, Richard I. and Charles A. Kirkpatrick, Quantitative
Aprroaches to Management. 2d ed. New York, McGraw-Hill,

Te71. 0T
An introduction to guantitative methods and technigues.

Moroney, M. J., Facts From Figures. 3rd ed. Baltimore, Penguin
Books, Inc., 1956.

A very readable treatment of the use and misuse of descrip-
tive statistical techniques.

Raiffa, Howard., Decision Analysis: Introductory Lectures on
Choices Under Uncertainty. Reading, Mass, Addicon-wesley
Publishing Co., 1968.

A clear expocition of the process of determining best
choices under uncertainty and considerations affecting
group decisions.

TPanur, Judith M., and others, ed. Statistics: A Guide to the

Unknown. San Francisco, Holden-Day, Inc., 1972.

Applications of statistics and probability are developed
in a case method setting.

Wonnacott, Thomas H., and Ronald J. Wonnacott, Introductory

Statistics. 243 ed. New York, John Wiley & Sons, Inc.,
1972, -

A fairly rigorous, but understandable text of statistical
inference, including 3Bayesian methods and nonparametric
statistics.

EVALUATION

Hatry, Harry P., Richard E. Winnie, and Donald M. Fisk,
Practical Program Evaluation for State and Local Gov-
ernment Officilals. wWashington, D.C., Urban Institute,
1973, -

A very useful primer on evaluation with gocd examples.

Isaac, Stephen, and Wwilliam Michael, Handbook in Research
and Evaluation. San Diego, Knapp, 1971.

A compendium of useful checklists, do's and don'ts, and
summaries of important concepts and techniaues for evalua-~
tion.
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Riecken, Henry W. and Robert F. Boruch, eds. Social Experimen

tation: A Methoa for Planning and EV?EL§E£29~§99£EL.£E'
terventlon.

New York, Academic Press, 1974.

An invaluable guicde--technicai.y, ethically, and adminis-
tratively~-in using experimental designs for evaluations.
Excellent annotated bibliography on experiments,

Suchman, Edward A., Evaluative Researcin: Principles and Prac-

tices in Puplic Ser7ice and Social Action Programs.
New York, Russell Sage, 1967.

Considered to be a classic text in evaluation. Chapter
IV, Categories of Evaluation, gives framework useful in
developing evaluative questions for a proposed study.

Weiss, Carol, Evaluation Research: Methods of Assessing

PO

Program Effectiveness, Eknglewood Cliffs, N.J., Prentice
Hall, 1972.

An excellent introductory text for evaluation.

Weiss, Carol, ed. Evaluating Action Programs: Readings in
Social Action and Education. Boston, Allyn and Bacon,
1972,

Collection of articles dealing with basic concepts and
issues in evaluation, especially for social programs.

ANALYSIS

bDorfman, Robert, ed. Measuring Benefits of Governmental
Investment. Washington, D.C., The Brookings Institution
1965.

A series of contributed papers concerned with the ap-
plication of cost-benefit analysis. Wide ranging appli-
cations are discussed.

English, J. Morley, ed. Cost-Effectiveness. New York,.
John Wiley & Sons, Inc., 1968,

A series of papers covering the various aspects of
cost~-effectiveness analysis.

Fisher, Gene H., Cost Considerations in Systems Analysis.
New York, American Elsevier Publishing Co., Inc., 1971.
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A comprehensive treatment of all relevant cost considera-
tions that should be treated in analysis. Chapters 1, 2,
3, and 6 are especially useful.

Hitch, Cha?iés J. and Poland nN. McKean. The Economics of
Defense in the Nuclear Age. Cambridge, Barvard University
Press, 1960.

Although the applicatien is military, a classic discus-
sion‘of cost-effectiveness is found in chapters 7, 9, 10,

11, and 12.

Quade, E. S., Analysis for Public Decisions New York, American
Elsevier Publishing Co., Inc., 1975.

A highly important and re .dable book on all analytic
aspects involved in formulating and implementirg policy
decisions.
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