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Abstract

Although methodology (statistics and measurement) is an important component of evaluation,
it is only one part of a much more complex enterprise. By inference, educational programs that
only focus on methodology are not considered to be evaluation training programs. With that as
an initial premise, the following topics are described in this paper: a brief, historical perspective
of evaluation training including how it is evolving; a summary of the main findings from the
most recent (1994) study of the results of evaluation training in the United States, Canada, and
Australia; the current, in-process worldwide study of evaluation training; and trends that are
projected to emerge with regard to training in the broader context of a field undergoing rapid
growth and globalization.
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Introduction

This seemingly simple topic, the preparation of professional evaluators, is neither well
understood in the United States nor throughout the world. It would appear to be straightforward
- here's what prospective evaluators need to know and to be able to do and here's the training
that should enable them to perform as evaluators. This premise is easy to grasp and should be
equally easy to implement. This is, however, not redlity.

A brief anecdote demonstrates one aspect of the complexity of the issue. About 8 years
ago, | attended a panel presentation at the annual conference of the American Evaluation Association
(AEA). The panel consisted of recent or soon-to-be completers of graduate training programs in
evaluation who were just starting their careers in evaluation. They were offering their perspectives
on graduate education, the quality of the training they had received, how well they thought they
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were prepared for conducting evaluations, and what they perceived they would be doing in the
future. One of the presenters briefly described his program of study (measurement and statistics
were highlighted extensively and exclusively with no other types of courses mentioned). After
the panel presentations, | asked several questions of this individual (in a non-threatening manner)
that went something like this:

Why would you consider these courses to be evaluation training?

Why would you not just call this a methodology curriculum?

What is evaluation curriculum, what is unique about it, and what are its distinguishing

characteristics?

His honest reply was "I hadn't thought of curriculum in that way and | guess there is nothing
in what | had that would make it stand out as an evaluation curriculum or program.”

Like the background of this student, it would never be argued that methodology isn't a
necessary part of evaluation training. Evaluators need a diversity of methods to engage in their
craft. At The Ohio State University, all of my students must take qualitative, quantitative, and
measurement courses in their graduate programs. Conversdly, if that was the extent of their training
then as the above individua answered they also would not have experienced an evaluation program.
Methodology by itself is insufficient to constitute an evaluation program.

Intuitively from the sense that we have of ourselves and of our work, we know that evauation
is different from research and the study of methodology for the sake of methodology alone. It is
this sense that motivates us to become members of organizations that are separate, stand-alone
societies devoted solely to evaluation. While some research associations have evaluation divisions,
the rapid rise of AEA, the development of state and loca affiliates of AEA in the United States,
the emergence of national societies (The Japanese Evaluation Society is an illustration) and
international regional associations collectively attest to the premise that evaluation is neither research
nor methodology.

Even though the skills acquired from study in these areas are vital to what we do, they
cannot and they do not fully represent evaluation. As evaluators we have to:

- deal with political situations (who will be affected by the evaluation and in what ways

will they be affected);

- consider and include multiple stakeholder groups in evaluation planning and implementation;

- take into account the context, the milieu in which programs and projects are implemented;

- uncover and work with logic models that depict the intricacies of programs and projects;

- understand a variety of specialized methods such as needs assessment, process monitoring,

and cost analysis procedures;

- incorporate multiple methods into evaluation designs, and

- learn how to report results so that they are attended to and lead to positive change and

improvement.

These and other subjects are not traditionally taught in research and methodology course
sequences. They are what Patton (1990) has referred to as the 'swag’, the bag of skills of the
evaluator. These are what we bring to bear on our work, they are the assets and distinguishing
features of what evaluators do. They demonstrate or at least are suggestive of the proposition that
evaluation is different from research and that evaluation represents a different perception of how
to think about the world and problems confronting organizations and agencies.
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Evaluation is a set of procedures and perspectives applied in practical, real-world situations
to assist decision-makers and decision-making audiences to judge the merit and worth of programs,
plans, and processes. Worthen (1994) viewed it as a 'near field' or sub-discipline. He identified
9 characteristics of a profession and found that evaluation measured up quite well on most of
them. Similarly, Scriven (1994) described evaluation as a 'trans discipling, i.e., a field like statistics
that is taught in many areas and tends to cut across them. In other words, to these prominent
evaluators, evaluation is either a separate area of study or will become so in the short term.

Returning to the origina focus of this paper, what do we actually know about the training
of evaluators? How do past and current training efforts fit with developing views of what the
field is and will become? Was the graduate student wrong in his description of his program?
Was his program of study too deficient in regard to creating and implanting the broader dimensions
of a field beyond the narrow focus of methodology? Is there agreement on what evaluation is,
especially in relation to the training of evaluators? Can or should there be agreement as to what
would be a standard set of content and instructional approaches for training evaluators?

To look at some of these concerns the ensuing text is organized into the following sections:
a synopsis of the recent history of training; a brief discussion of studies of evaluation training
with an emphasis on the most recent evaluation training directory study (Altschuld, Engle, Cullen,
Kim, & Macce, 1994); a description of a new study that is in process at this time (Engle &
Altschuld); and a brief examination of a few issues that influence the training of evauators.

The Recent History of Evaluation Training

The history of evaluation, depending on your disposition, can be attributed to either the
ancient Chinese (Worthen, Sanders, & Fitzpatrick, 1997) or to the Jews. (See the Hebrew Bible
and the Book of Danidl). In the 20th Century, one legidative act in the United States propelled
the whole field into a fast forward mode. In 1965 the federa government enacted the Elementary
and Secondary Education Act which pumped billions of dollars into education particularly targeted
toward programs for disadvantaged students. As indicated in Table 1, an adage of evauation is
that when public dollars increase so will the demands for accountability. With few individuals
trained as evaluators, a vacuum was created that became the impetus for the development of a
field and training programs for practitioners.

Clearly, ESEA was a major factor in shaping modern program evauation. Through the mid
to late 1970s numerous programs were catalogued as teaching evaluation (primarily educational
evaluation, but not limited solely to education). On the other hand, the programs were heavily
rooted in methodology and generally had only a single course that had evaluation specific content
(Davis, 1986). The methodological focus of a program as depicted by the graduate student in the
anecdote was accurate. Whereas perhaps a 100 or more programs had been detected in the 1970s,
the number had dwindled to 46 in the United States by the mid-1980s. They were included in
the 1986 Directory of Evaluation Training Programs (May, Fleischer, Scheirer, & Cox, 1986).
For earlier directory studies the reader is referred to Gephart and Potter (1976) and Conner, Clay,
and Hill, 1980.

By 1992-1993, when the next directory study was completed, a smaller set (n = 37) of
university- based evaluation programs had survived in the U.S. It should be noted that this study
utilized a restrictive, but undoubtedly a more realistic definition of what constituted an evaluation



Table 1 The Four Phases of Evaluation

James W. Altschuld

Trainingd 1965-20010

Time Period

Nature of the Period

Comments

1965 - Late 1970s

Funding of ESEA led to the development of
many evaluation training efforts in response
to the increased demand for evaluators in
order to meet the needs of the legidation.

Training programs were concentrated in, but
not limited, to Colleges of Education.
Education is the single largest industry in the
United States so what occurs in it will also
affect other fields (psychology, public policy
and administration, etc.).

Late 1970s -
Through the late
1980s

Federal funding(ESEA) diminished but money
from other sources kept evaluation dive.
Training programs as ascertained in late 1970
s in accord with a rather broad definition
began to consolidate into a smaller number
of programs by the mid to late 1980s.

State and local sources of funds as well as
support from Business and Industry provided
a baseline for evauation activity.

As anticipated, the flurry of evaluation trainin
g engendered by ESEA waned with the reduc
tion in funds. By 1986, 46 training programs
were identified. (See the training directory
studies cited in the text.)

Mid to late 1980s
- Mid 1990s

Consolidation of training programs continues.
Based upon more stringent criteria for what
congtitutes a program, 49 programs were iden
tified for an updated directory. Eleven of the
m, however, were in Canada and Australia w
ith one other located in a large U.S. agency.

Programs in the U.S. were fewer in number,
but a subset of them were of considerable size.
More programs were in other countries and
the most extensive one was notably at a
federal agency not in a university setting.

Mid 1990s -
Present

Change in evaluation training will become
apparent with the emergence of the web and
Internet (EVALTALK), specialized training in
stitutes, the globalization of evaluation, and
training offered under the aegis of many
evaluation groups and societies.

Any study of evaluation training will have to

take an international perspective if it is to
meaningfully characterize the preparation of
evaluators. Globalization and almost instantane
ous communication are radically and rapidly
atering the evaluation training picture.

program. A program was defined as having two more courses focusing on evaluation topics such
as evaluation models and theories, seminars on research into evaluation, specialized evaluation
methods (needs assessment, cost-benefit analysis, etc.), reviews of completed evaluations, evaluation
planning, the use of mixed methods, and so forth. Even with this restriction, the methodological
emphasis of the 'evaluation programs was still very much apparent. Methodology was dominant
in the surveys that were completed and returned for the study.

The Results of the 1992-1993 Study

In 1992, Altschuld and Engle were appointed by AEA to co-direct a study of evaluation
training in the U.S. The study was subsequently expanded to include Canada and Austraia. By
various means, the staff of the project were able to solicit the nomination of 93 potential training
programs in universities essentially at the graduate level. Undergraduate training which had been
observed in some of the earlier directory studies was no longer in existence.

Before summarizing highlights of the study, it is important to state that there are many
single evaluation courses taught in American universities and elsewhere. Although they serve a
valuable role in orienting individuals to evaluation (Morris, 1994), they are singular entities and
cannot be thought of as being evaluation programs designed for the training of professional
evaluators. Their purposes and foci are different and one course would not a program make!

As explained in Table 1, responses to the mail survey used in the study revealed that 49
programs were in existence (two university programs were missed - one in the U.S. and one in
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Canada). Thirty-eight of the entries in the final directory that was generated from the survey
results, came from the U.S. This number represented an 18% (15% drop if the missed program
is taken into consideration) in programs in the country (Altschuld, Engle, et a. 1994). Interestingly
and surprisingly, sightly more than half of all the identified programs had the word, evaluation,
in their titles and, therefore, could be easily located by individuals seeking formal training.
Prospective trainees would have had to search more diligently for the other. Twenty-two percent
of the programs were outside of the United States.

Most of the training efforts were quite small in nature and were often staffed by less than
one full-time equivalent (FTE) faculty member. When conducting the survey, it was observed that,
in several instances, when a critical individual i.e., the mainstay of the program, retired or left
the educational institution, the program simply disappeared. Thus, even years ago, the fragile
nature of some evaluation training endeavors was a concern. But we should not lose sight of the
fact that there were strong programs (approximately 15 -18 in number) that were thriving and
educating a steady stream of evaluators who entered the profession and continued their member-
ship in evaluation organizations.

With regard to evauation specific content, the situation had improved and progress was being
made, but it was far from ideal. Most programs had an introductory evaluation theory and models
type of course and 40% did have a noticeable amount of other evaluation-specific courses. Yet
when all the courses offered were examined, methodology still predominated. About forty perc-
ent of the courses described by survey respondents represented traditional (statistics and measurem-
ent) methodology areas. Needs assessment and cost-benefit analysis, methods which could be viewed
as more closely connected to the work of evaluators comprised about 2% of the total of all
courses listed in survey responses. As an overall judgment one could say that the results were
positive and promising, and conversely that there still was a critical need for more explicit evalua-
tion curricula.

The Current Directory Study (2001-2002)

Engle and Altschuld are co-directing the current, AEA-sponsored directory study which has
expanded in scope from the previous ones. This expansion is necessitated by the dramatic changes
taking place in the field during the past 10 years. They are given below.

First, there are now many more evaluation associations besides AEA both in the United
States and elsewhere. AEA has seen a major increase in the number of formally affiliated
state and local groups. Training opportunities are now more abundant and, at times, more
available locally due to the involvement of multiple organizations across the nation.

Second, other types of training via intensive educational experiences such as those
provided by Western Michigan University and the Evaluator’'s Ingtitute have been developed
and well received by the evaluation community. Little of this kind of training was in exist-
ence or known of at the time of the most recent, previous directory study (1992-1993).
These efforts have been popular and have attracted outside financial support (The National
Science Foundation, NSF). Because of their nature and intensity they are a form of training
not easily duplicated at most universities due to constrained financial support and the limita-
tion of having, at best, a small number of appropriate staff.

Third, and most noteworthy, evaluation has truly become a global enterprise. In the
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United States, at one time in the distant past, we had an amost xenophobic perception of
our role and importance to the field. We seemed to feel that evaluation was centered in the
U.S. That time has thankfully passed and evaluation is now found in many areas of the
world. We are ecstatic about this fact, enlightened by it, appreciative of our international
colleagues, and welcome their involvement in the family of evaluators. Indeed, the 2000
conference of AEA held in Honolulu, Hawaii was remarkable for the number of international
attendees and their contributions to the success of the conference activities and agenda

There are societies across country boundaries and newly formed societies within countries
(e.g., Asia and Japan, respectively). This is an exciting new development and it means that
any study of evaluation training must account for opportunities throughout the world in
universities as well coming through the auspices of professional groups.

Fourth, instant communication across the world due to the Internet and the web has
already begun to change understandings of evaluation and evaluation training. This writer
has been invited abroad on three separate occasions in the last two years. In each instance,
amost all communication in relation to what he would be teaching or presenting has occurred
via e-mail and almost all arrangements were made via the computer and its communication
capabilities. Handouts and PowerPoint presentations were sent as attachments so that the
carrying of needless papers through crowded airports was avoided.

EVALTALK has changed the way we do business. Evaluators freely and openly exchange

ideas on the listserv and frequently ask questions about evaluation problems they are encountering.
The listserv is a form of education.
Even though training is not now teking place in a forma fashion via distance education (utilizing
the power of our communication tools), it is not only conceivable, but likely that it will
emerge in the not too distant future. This will become a consideration for subsequent investiga
tions of evauation training.

Fifth, if one looks at the AEA-sponsored training sessions at the annual conference, it
is obvious that the role of training for the association, aside from the professional discussion
of ideas and the presentation of papers, is very large occupying as much as 30-40% of the
meeting time. The national role in training has become and will remain quite large.

Sixth, an issue that has moved to the forefront of evaluation training, particularly in
the United States, is that of the number of individuals from minority groups attracted to and
working in the field of evaluation. Many programs in education and in social service, as
examples, are aimed toward disadvantaged students or disadvantaged groups in urban areas.
Is the profession attractive enough to entice students of color to work in it and to participate
in evauations of these programs? What kinds of training opportunities are available to these
students in major universities and additionally in institutions that primarily serve minority
populations? How do we train evaluators in general to be culturally and ethnically sensitive?

The current directory study, obviously could not proceed along the lines of earlier efforts.
Too much has changed. The study will utilize three distinct questionnaires which will be distributed
through and completed over the Internet. (The study is being funded by NSF. As indicated before,
it will be co-directed by Engle and Altschuld and, in turn, implemented by one of NSF's contracted
service providers.)
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One questionnaire will go to a list of worldwide, university-based programs (including those
with large numbers of minority students in the U. S.) that have been nominated for potential
inclusion in an electronic directory of same. Who are the students?, is there a specialized content
emphasis in the program?, what are the courses?, etc. are typical of the questions posed to the
universities. The directory generated from the responses will be accessible via the AEA website.
At this early point in the study it is apparent that numerous international training programs will
be part of the new directory.

The second questionnaire will be carried out in a similar manner across the world, but it
would be oriented toward training offered: under the guidance of professiona organizations; through
speciaized regularly available indtitutes; and through governmental agencies. These types of programs
would aso be listed on the website, but under a different heading than university-based training.
The number of such programs will be substantial and the directory will be the first time that this
type of information has been systematically catalogued for evaluators.

The third questionnaire is more in the way of a research study. Its intent is to identify
courses at ingtitutions that historically serve minority populations. The key question is are students
of color being exposed to the field of evaluation and its conceptual framework. This study will
help AEA and other groups to form policies that will hopefully broaden participation in evaluation.

What are Issues that Should be Considered in the Training of Evaluators?

The subtitle of this article mentions the past tense and the future perfect. The past has been
covered in previous sections. What of the future perfect? It's the tense that deals with what will
have taken place or maybe it's more of a subjunctive idea of what should have or should be
taking place in evaluation training?

The definitions of evaluation and their implications are important for the training of evaluators.
A full examination of them is beyond the scope of this discussion. Let a simple observation
suffice. Dimensions of evaluation such as the: nature of decision-making, values of stakeholders
and their involvement, types of programs to be evaluated, timing of the evaluation (when in the
life of a program it occurs), methodological possibilities for evaluating programs and projects,
palitics of evaduation, and multiple types of evaduation activities (theory development, needs assessment,
accountability systems, and so forth) are complex. That complexity explains why it is so hard
for evaluators to agree about the content of and the instructional strategies to be used in an
evaluation training curriculum.

We al have our independent views and perspectives on what models to use, about what
evaluators do, and about the kinds of knowledge they should have. At times, these views are
tempered by the idiosyncracies of the specific subject matter fields (education, health, mental
health, social service, government, business and industry) in which we work and in which we
conduct evaluations.

One area in which we have not yet attained the status of a profession (Worthen, 1994;
Altschuld, 1999a; Altschuld; 1999b) is in regard to the certification of evaluators. A logical inference
from not controlling entry into the field in this manner is that we have not and are reluctant
to specify the basic content, knowledge, and skills that evaluators should have. This is the
most prominent and persistent issue that we face in the training of evaluators and one that we
must eventually address.
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The Canadian Evaluation Society (Love, 1994), has tried to deal with the issue by proposing
a credentialing system that would require evaluators to have exposure to four areas of content
(general understandings of evaluation, needs assessment, monitoring program performance, and
evaluating results). The idea is to credential (guarantee exposure to the areas), but not to certify
(guarantee a certain level of skill in each ared). Whether we agree or disagree with the Canadians,
it is clear that we will have to attend to what it means to be an evaluator and what training
for evaluation would entail. We must expand the debate and discussion of this issue.

The second issue pertains to resources for evaluation training, especialy at the university
level. The absolute number of university programs in the new directory will probably be larger
than in the 1994 one, but primarily due to its international scope (programs from many countries
will now be included). Will programs with a small FTE-base of support be able to continue if
a key staff member leaves or if there is a negative change in administrative support. If we could
better establish what a solid, fundamental program looks like and what resources are needed for
implementation and continuance, then we would have a stronger base for promoting evaluation
training.

The third and last issue relates to the balance of training between universities and the
emergence of other training opportunities. What is the gppropriate role for university-based training?
Should university-based programs serve as the entry mechanism for the field? Would and should
some aspects of training at the university level be for quite different purposes (to conduct research
on evauation and to teach evauation) than other types? Would such purposes be evident in other
training venues?

What role should the other training opportunities play in expanding general and specialized
evaluation understandings and skills? What is the articulation between these two types (university
and professional development) of training? What about the continuing educational needs of evaluators
for maintaining skills? How will continuing education for evaluators be handled especialy if
continuing education credits are to be given and universally recognized? Who will cover the costs
of continuing education? Could or should alternate forms of training evaluators eventually replace
current ones which dtill reside within universities?

Concluding Remark

Many subtle undercurrents swirl around how we do train and should train evaluators.
Hopefully, the reader is now disposed to raise even more questions about such training and to
enter into the dialogue necessary for developing the programs of the future. If that outcome has
been achieved, then this paper will have enhanced the debate about the preparation of professional
evaluators and it will have met its intended purpose.

Notes
1 Partialy based on Evaluation Curricula and the Preparation of Professonal Evaluators, a presentation
by James W. Altschuld to The Japanese Evaluation Society on September 9, 2001, Tokyo.
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savey| % | Corttication
Corl Courss title Yout technical | o o) Purposa Output Elliclency Effective
cooper.
To provide a basic knowledge [identily the stages in a syslems The operation of activitles al JSIST is  {60% ol ex-pariicipants fo.
of the system Hie cycle, and  |development file cycle, conducted efficlently and orderly system |course to be usetul and rev
the tools and used|L the and pt the and operatlon of the | thelr work and organisation:
during the System Analysis ol syslems analysis/design, course has been established.
Jap gap and Design stages. Use the various tools and lechniques of
Insiiute of system analysis, The amount of money paid to JSIST has
s f""::‘;’ Softwarel ¢ ware mc | 1008 E"“:"r’;g" x Descrbe the activiies and procedures Injbeen sufficiert for th proper operation
echnology Technology by the design of files, codes and other man) and managemnet of the course.
sisTy machine Inlerface for systems design,
Apply the techniques of structured desig| A majortty of ex-participants feel thal the
to design systems from trequirements | degree of goal achlevement has been
specilications, producing designs which | significant.
are well structured.
Paiticipants are able to Acquite skilis on planning and The course ts considered as being very [The course had achlewr
conduct efficlency organization, and use of resources in  {efficlent - very good results achleved In | of enhanting the capa’
of port op 1o ensure a high and efficlent to the efforts and put P dlthe p-
of service to port users. In effective manageme
operalions.
The cost and utilization of resources has
atways been within the budgel and plans {79% of ex-participants n.
Eftective Port of JCA ’ more than 50% of acquire
s2 of ! ARC | 2000 | -\ ining * The officers of implementing organization| knowledge would be apple
Pont Operation  [Autharity (PSA) conskler the results atained from the | daily work, and almost af
course In refation fo resource altocation |panicipants spplied the'
lo be very efficienl. thelr work.
The participants agreed thai the course | All of supervisors of
had enhanced thelr & Inthe the course ha
of port operations management. abillty of patticipants 1
efficlency of port manay
Paticipants are able to Acquire more practical and applicable | The course s considered as belng very | The course had achleved
conduct and h eflicient - very good results achleved In ] of enhancing the capabilty
high tevel consulling works, 10| relation to the efforts and resources put |development of the partic
manage consulting profects  }improve thelr management ability for In productivily managemen
and gulde other consullants. | consuling projects, Improvement.
The cost and utilization of resources has
Ahtrnun haan within tha hedant and =to= - lnnes 0
ness Impact Relevance Sustalnability Course customizalion Lessons learned and tecommendations
und the 2.5% of ex-participants was able to | Since the establishment of the 100% ol The is The course should be extended for anather 5 years.
levantlo  |disseminale the knowledge learnt 1o fcourse, there has been no change forganisations want lo continue  |by JSIST 10 be appropriate to
others In the organisation. inthe course needs. sending participants. fultill the objectives of the The course organisers should selecl participants more siringently {In
course, therelore, no temms of both knowledge level and English skill).
Thete fs a large degree of The cunticulum Is sulticlert for was newly adopied
exchanging of views among fulfiing the course needs and there] of abolished. The cumiculum should be moditied ta Include more theoretical and
participants. is no need for review of the practical sessions, and the course organisers may need to evaliale
aurriculum. the duration of the course.
100% of ex-panicipanis
organisations want 1o continue
sending participants.
:d s puspose {Nearly all ex-participants had shared] Al the supervisors of ex- The sustainability of any No nformation The organisers should continue 1o select participants that are holdlng
olly the acquird knowledge with others. |participants indicaled that the programme of tralning deperds ol managerial positions In their respeciive ports, and lo require that
arlicipants in the opportunities for practicing the Paiicy Suppont Meaures, pariicipants be proficient in the English language.
ol poit Neary all ex-participams had concepls teamt dutlng the course, |Appropriate
Institutionalized the procedures and |at work in thek couriiies were very | Technology/Concepts, Soco- in order ta maintain contact with the participanis afier the course, the
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Utilization of Program Theory Matrix
For Improving The Usefulness of Evaluation Analysis

Koichi Miyoshi

Japan International Cooperation Agency
Miyoshi.Koichi @jica@go.jp

Abstract

This paper aims at discussing the concept and utilization of program theory matrix (PTM)
in evaluation in order to improve the usefulness of evaluation analysis. PTM is effective for
evaluation of projects and compensates for the disadvantage of evaluations using the project design
matrix (PDM). Furthermore, PTM provides a framework for analysis to synthesize a number of
evaluation results and to create useful lessons and recommendations.

Many studies were conducted on PTM utilization in evaluation of an individual project.
This paper mainly focuses on examining the possibility utilizing PTM for a number of projects.
To put it concretely, the paper seeks a methodology of policy and program evaluation by synthesizing
project evaluation results by utilizing PTM. The paper also seeks a way to generalize and
conceptualize number of evaluation results by the meta-evaluation method. The paper examines
two evaluation studies as case studies. These evaluations, namely the Thematic Evaluation on
Population and Health Sector in the Philippines under JCA/USAID Collaboration: Partl and
Evaluation on Support for South-South Cooperation, provide some implications for utilization of
PTM. In addition, the paper illustrates the effectiveness of PTM for results-based management,
benchmarking and internal/self-evaluation.

Keywords

Project Design Matrix (PDM), Program Theory Matrix (PTM),
Policy Evaluation, Program Evauation, Meta-evaluation
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Performance Measurement in
Local Government Problems and Prospects

Tatsuya Ono

Fujitsu Research Institute
onotatsu@fri.fujitsu.com

Abstract

The purpose of this paper is to put forward a framework for seeking a solution to the
various problems in performance measurement in loca governments.

After a brief review of the current status of their practices and accomplishments, it identifies
the structure of problems to be solved by placing them in a two-dimensional table, where one
dimension is categorized as "tools and techniques', "strategies' or "practices', and the other is
categorized as "extensive', "intensive" or "external”. Scrutinizing this table gives us a list of five
groups of problems as follows: i) Management cycle; ii) Externa relation; iii) Basic methodology;
iv) Management of performance measurement; and v) Attitude, capability and behavior of governm-
ent officials.

The paper concludes with a suggestion of necessary conditions of successful practice to be
met inside and outside local governments. First, each of five groups of problems should be tackled
distinguishing the five levels of reform, that is, governing systems, administrative systems,
organizationa level, work processes, and people level. Secondly, accountability should be improved
by focusing outcome. Lastly, there are three conditions outside local governments: i) development
and dissemination of tools and methodologies; ii) collaboration with entities outside and citizens
to incorporate management cycle; and iii) progress of decentralization as part of nationwide
administrative reform.

Keywords

public sector evaluation, performance measurement, local government, public management
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Evaluation of JICA Projects from Socio-Gender Perspective:
Case Studies in African Countries

Mariko Homma

snmariko@hotmail.com

Abstract

This paper evaluates JCA projects from a socio-gender perspective and studies the importance
of gender mainstreaming in the projects.

Project activities can be categorized into severa steps. In each step, there are gender-related
elements. This paper provides nine necessary conditions for the gender aspect of project activities
to be satisfied, and evaluates JJICA projects based on them. JCA projects evauated in this paper
satisfy these conditions to a certain extent. Moreover, the gender related elements positively affect
each project’s outcome. However, satisfying the conditions depends on the effort of singular
project members, who are called focal points.

JCA plans and conducts projects using the project cycle management method. In this method,
projects have three cycles. planning, operation and evaluation, al through a project design matrix
called PDM. This paper discusses about the strong relationship between PDM and the activities
of the focal points.

In order to satisfy the nine conditions for the gender aspect, a conscious gender perspective
must be objectives, this writer suggests that JJCA implement gender mainstreaming in al projects.

Keywords

Gender Perspective, Focal Point[] Project Cycle, Project Design Matrix, Gender Mainstreaming
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Abstract

The purpose of this study is to show an idea for sector-based ODA evaluation. The author
examines what aid works, and what doesn't with the case study of Bangladesh.

ODA dirategy is defined as long-term basic design of ODA project. It is critical for feasihility
of the strategy that corroboration of resource allocation is incorporated in the design. Key of the
strategy is to create good ideas for sectoral ODA allocation based on selection and focus, and
for combination of ODA type as well. Recent investigations have demonstrated that accumulation
of each project-based evauation is not equivalent to ODA evaluation due to fungibility of project
aid. In addition, project-based evaluation is usually concluded by itself. Accumulation of project-
based evaluation, that is to say, tactica level evauation does not lead to strategic ODA evaluation.
The author would like to emphasize that policy makers should make clear priority of each ODA
sector in perspective at first. Then, select projects in each sector from the compound viewpoint.

Keywords

Strategic ODA Evauation, Impact Evaluation in the Light of Macro-economy,
Sector/Type-based ODA Evaluation, Selection and Focus, Resource Allocation
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Abstract

The author reflects on his 27 year history as an internal evaluator in a large government
social service agency, with particular emphasis on how and why they began doing evaluation,
the evolution of their evaluation methodology over time, the impact of external forces on that
evolution, and some of the specific distinctions between their original approach and their more
recent systems. A "lessons learned" discussion may have particular value to evaluators beginning
their careers or moving into evaluation in government settings. Emphasis is placed on interpersonal
skills and consensus-building, taking advantage of technology, and the growth in understanding
that evaluation has become an expected part of service administration and management.

Keywords

Utilization-Focused Evaluation, Evaluation client, Outcome evaluation,
Management Information Systems, Evaluation history, Accountability

Background

| entered the evaluation field around 1974 before the field really existed. | had spent a fair
amount of time in my undergraduate years at the University of Minnesota doing research in
education and with children with serious physical disabilities. After coming to Ramsey County,
I worked as a Vocational Counselor helping people on welfare get jobs. However, because of
my background in research | was asked by my agency to take on the task of evaluating certain
social service programs under contract to the agency to provide these services. The incentive for
this came not from the fact that people were "catching on" to the idea of doing evaluation - we
hadn’t progressed that far yet - but from a concern regarding a particular contract agency about
which our County Board of Commissioners were receiving complaints from citizens. The
Commissioners wanted to know what was going on in that program and what should be done
about it.

obobooooobobobob20 010020020 O pp.63-68



64 Charles Gene Lyle

Because of this incident, and because of a budding interest in evaluation in various other
agencies and governmental units in Minnesota, my agency realized that it needed a process for
determining if the services we were buying from community agencies, as well as the services
we provided ourselves, were working. Were the people we served getting the intended benefit
from those services? To answer these questions we developed the Office of Research and Evaluation.
It was my good fortune to help establish that office and to continue contributing to it today.
Our initial efforts, and our continued work, | should point out, are heavily influenced by Dr.
Michael Quinn Patton’s Utilization-Focused Evaluation teachings.

Initially, we outlined three major purposes for our work:

0 Establish accountability. Be sure that programs are accomplishing what they are supposed
to accomplish.

O Improve program performance. Provide information that can help programs be more effective.
OInform planning and funding decisions. Assist others in making decisions by providing
results about effectiveness and other information that can help determine service levels,

funding, etc.

Our first step after setting these goals was to develop and pilot-test a methodology for
gathering evaluative information from our contracted service providers as well as from our own
internal programs. Fundamentally, this methodology involved the establishment of goal statements
for each program, a description of the services they were to provide and the clients who were
to receive the services. Specific outcome objectives were developed, measures for these objectives
defined, and expected outcomes were set. A key feature of this approach is that each program
was evaluated by measuring its actual performance against the performance expected for that
program. Evaluation reports were produced generally every calendar quarter. The system was
designed specifically to treat each program as unique. It was deliberately designed to NOT
compare separate programs against one another or against some outside benchmark. We did it
this way simply because we felt we did not have the technology, resources, or knowledge to
enable cross-program comparisons. Later in this article 1 will touch on this early model again
and contrast it to the approach we are taking now.

System Evolution

This approach held up well during the first few years. It was seen as credible and reliable
by our administration and our Commissioners. Annual outcome reports were produced that
summarized evaluation outcomes, along with the inclusion of activity and effort information such
as counts of clients served, etc. But as the number of contracts and programs increased, this
individual approach - developing unique evaluations for each and every contracted and direct
service - became unwieldy and expensive. It was also suffering from the inevitable boredom and
routine that sets in after time in any system. Because of these and other issues, it became clear
that it was time for a change.

Let me pause here for a moment and mention that my years in the field have convinced
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me that nothing stands still. There are subtle and obvious changes occurring all the time and
one cannot alow oneself to be forever committed to a particular evaluation methodology or system.
Factors over which evaluators have little or no control, such as changes in the law, administration,
and technology, will inevitably create a need for change in the way we do evaluation.

As we began to realize that our original system was gradually losing its relevance and
ability to supply useful information, we began to redefine our approach. The following table
summarizes the differences between our original approach and the one we are taking now.

The Old The New
Effort & Outcome Process & Outcome
Program Based Client Based
Paper & Pencil Electronic
Non-Relational Relational
Data Source: Others Data Source: Us
Negotiated Mandated
Wide but Shallow Potentially Deep
Inflexible Flexible
Aggregate Level of Analysis Individual Level of Analysis
Individualized Measures Standardized Measures
Program-level Decisions Policy-level Decisions
Static Dynamic

With apologies for some redundancies in the following, let me expand a hit on these differences.

Effort & Outcome/Process & Outcome: In the past we could look at numbers served, dollars
spent, and expected outcomes achieved. In the new system the focus is more on how services
are provided and how that influences outcomes. Outcomes for the client still remain at the core
of the system, however.

Program Based/Client Based: Although we described our original system as being client
outcome oriented, the outcomes were nearly always stated and reported for programs as a whole
rather than for individual clients. The new system will alow client level analysis.

Paper & Pencil/Electronic: Electronic resources were seldom available when we began. We
now have the resources necessary to collect and maintain data in this fashion, and this adds
considerable power to our work. This is a major benefit of the growth of technology in government
services in recent years.

Non-Relational/Relational: Our future capacity will be built around a comprehensive relational
data base, or more accurately, a set of data bases that will all "talk" to one another, that will
incorporate virtually everything we need to know about our clients and what happens to them.
This will alow us, for example, to pull data from our accounting system and tie it to information
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from our child placement data base, to do comparative cost anaysis, such as between children in
foster care versus children in group homes. This capacity is redly at the heart of the new approach.

Data Sources. Others/Data Sources. Us: Our original approach was highly dependent on
obtaining information directly from the programs providing services, generally in the form of
aggregate reports. The new system collects client data independently and this data exists within
our own computer systems. We can associate that data with individual programs so we do not
need to rely on those programs to supply it.

Negotiated/Mandated: We will continue to require some programs to provide information
directly to us to supplement data we can generate in our own system. And to a much greater
extent now we will be requiring similar programs to collect the same information rather than
negotiating separate measures for each program. In many cases we will use standardized and widely
available instruments for this purpose.

Wide but Shallow/Potentially Deep: In the past we could look rather superficially at al of
the services we provided or purchased but couldn’'t easily "drill down" into any single program
or target group for more information. We will be able to do this now, principally because there
will be so much more data available to us.

Inflexible/Flexible: Our original system locked us into a rigid process for using information,
mainly because it often did not give us direct access to data on individua clients. Our new system
will give us great access to this data and will alow us to manipulate it in nearly unlimited ways.

AggregateL OA/ Individual LOA: Judgements about the value, merit, or worth of services
were limited in our origina system to the program level. In the new system we will be able to
get deeper, right down to the client level. This means that we will be able to do things like
track changes in client status over time, no matter what combination of services they may receive.
This is a huge advantage over the original approach.

Individualized/Standardized: As noted earlier, most evaluations were individualized to each
program, and it was not unusua to find similar programs using very different measures. The new
system will require more consistency across programs and services. Data on children in substitute
care, for example, will be very similar even if they are placed in different settings.

Static/Dynamic: The new system can be more responsive to changes in information needs
since essentially all the data will be at our disposal; it will just be a question of how we
manipulate it. Changing the old system, on the other hand, could not be accomplished rapidly.

Program Level/Policy Level Decisions: We hope that the information available in the new
system will be more valuable for making decisions at the policy level. In the old system, decisions
about individual program performance could be made but often the data available could not be
effectively incorporated into higher level decisions because it could not aways be well integrated
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with other data.

To sum it up, the maor difference between the old and the new is our ability, thanks to
new technological resources, to evaluate at the client level, rather than at the program level. We
can now follow clients as they move through our system, look at the mix of services they receive,
and assess the overall impact of these services on their lives.

| hasten to point out that certain characteristics of our original system are carried over.
Most importantly, the utilization focus remains in place. It is our belief that it is pointless to do
evaluation in the first place if the result of your work is of little or no use. We also remain
strongly committed to an outcome focus. We dtill need to address fundamental questions like "
Are clients benefiting from services?' "Are services achieving what we want them to achieve?' "
Are we getting the most value for our money?' We continue to produce regular reports as we
have in the past so that continuous attention is paid to those issues in which management and
staff are concerned. And, as much as possible, we still rely on the involvement of those who
actually provide the services to aid in developing and reviewing our efforts.

Lessons Learned and Lessons to be Learned

So what is the point of all of this history, and what have | learned from it? It has taught
me that as you move through a career in evaluation you will always need to be flexible, to be
aware of changes going on around you that impact your work, and to be ready to take advantages
of opportunities that arise for you to enhance your own skills and effectiveness. It has aso taught
me that one of the most important skills an evaluator can have is the ability to interact with
people in an open and friendly manner. Programs that have little or no exposure to evaluation
are often suspicious of the motives of evaluators and anxious about what the evaluator is going
to do "to" them rather than "for" them. This is particularly true where the requirement for evauation
is coming from outside the program itself, such as from a government or funding agency. Defusing
this fear and anxiety reguires patience, cooperation and understanding. The Utilization-Focused
approach, and others that emphasize interaction, negotiation, and clarity such as Empowerment
Evaluation, are particularly effective approaches to take in cases like this.

The time spent in reaching understanding and consensus in the early stages of evaluation
development will pay off in the long run with a system that al parties understand and support.
This is true whether or not the evaluator is someone coming in from outside the organization or
is an internal evaluator. The same anxieties and suspicions exist in both cases.

A second lesson | have learned is to take advantage of technological advancements as they
become available In my setting the technological resources we have today, for example, were
not available twenty years ago and they have added immensely to our ability to efficiently acquire,
analyze, and use data. It is aimost a given, now that electronic resources will be available to
evaluators. Be prepared to work closely with those responsible for developing and maintaining
these resources. The connection between management information systems and evaluation will soon
emerge as an important one in our field. It could even become a sub-specialty.
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Something else is available today that didn’t exist in earlier years and that is the expectation
that evaluation will actually take place. | believe you are seeing this now in your own country,
especially with regard to evaluation in education. As in Japan, much of the incentive for this in
the US comes from government and legislative requirements. But | believe it also comes from
the fact that evaluation has demonstrated its usefulness in understanding and demonstrating how
programs work. Not all decision-makers understand or use evaluation, and certainly no decisions
are made solely on the basis of evaluation information. But it is a tool that did not exist twenty
or thirty years ago and as a tool it has become part of every knowledgeable modern decision-
makers tool kit. It is our responsibility as evaluators to make sure those tools are the best ones
for the job.

0 2002.4.160 O O
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